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FOREWARD
An Incident

The story is told about a drunk in a large metropolitan city who
was searching diligently and aimlessly under a street light for something
he apparently had lost. When a squad car stopped and the policemen asked
him what he was doing, he replied; ™I'm looking for my lost key chain."

As the conversation continued, the policemen inquired casually where the
man had first noticed he had lost his keys. His rejoinder was "several
blocks up the street.” The policemen, somewhat puzzled queried the man:
"Why are you looking for the lost keys here?”™ His immediate response was,
"Because the light is better here."

A Scouthwest ABCA Application

Using that simple illustratiom as a lead, I have the pleasure—
once again--of acknowledging and begimning these 3rd Annual Southwest
ABCA Proceedings. ' Yet my feelings are that {f you are looking for some-
thing truly meaningful here, you are looking in the wrong place. It is
my privilege of beginning these Proceedings, and of acknowledging those
whose work made them possible; but their true value lies in the articles
themselves. If you are looking for any meaninfgul business commumication
ideas turn several pages ahead. I have the opportunity only of pointing

you to the right place.

Before you do that, however, please remember that these Proceedings
have been completed with the zireless dedication and support of many people
who certainly deserve mention. First Sam Brumo, whose idea it was to orig-
inate these annual Proceedings three years ago, must receive our thanks
once again. His untold hours of work in editing, printing and mailing
them in addition to his "normal" load of activities in research and teach-
ing denote his professionalism and devotion to ASBCA,

Second, Dr. Rosemary Pledger, Dean of Professional Studies at the
University of Houston at Clear Lake, provided the academic environment,
typing time, and needed encouragement for the papers to be unified in such
a way for them to be published as Proceedings. All too often I feel we
overlook the support that leaders in business administration units pro-
vide for our Association. For that reason, as well as many others, I say
on behalf of the Southwest ABCA region a personal and professicpal "thanks."

Third, and certainly these acknowle.ghents are not rank ordered,
Dale level, our Program Chairperson, put together a terrifically stimu-
lating program in our country’'s bicentennial year, 1976. Having worked
with him along with other program leaders, as well as serving myself in
that position, I know some of the uncertainties and joys Dale now has of
1976 program. 1 would hope that all of us would extend to Dale our deepest
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appreciation for the program's content as well as its conduct. Without
question, he served in exemplary fashion for Southwest ABCAers. -I fortun—
ately, have the distinct pleasure of -thanking him on paper; but for some
reason, that seems not enough. And those of you who have worked in a
similar position or will do so in the future know how much I have left
out.

There is a saying associated with the Gestalt area of psychology
that goes something like this: "Don’t push the river; it flows by itself!”
You—those who attended the meetings in San Antonio, those who join and
suppert us all year long, and those who are interested in business commun-
icaticn from its contiguous professional groups—represent the true
"current" and dizection of the Southwest .ABCA group. You are the ones
who deserve special thanks because of your active interest and because
yYou are the river. We who write forwords and the like have the pleasure
of noticing the beauty we see in each of you. Most of my thanks, then,
must 80 to each of you for all the support you give and continue to give
each and every year.

My hope is that these 1976 Proceedings will provide a "springtime"
all year long in your bookshelf. Each time you read, reread, and develop
ideas from them, I know you will feel a freshness and vitality that the

SWFAD meetings in San Antonio, 1976, provided.

John D. Pettit, Jr.
Vice President - Southwest American
Business Communication Association

North Texas State University
Decermber, 1976



PREFACE

The Southwest American Business Communication Association Spring
Conference was held March 17-20, 1976 at San Antonio, Texas. And this
~collection of papers represents most of those presented at this kighly

successful meeting held during America's Bicentennial Year. The mood of
the bicentennial year was reflected in the conference theme, "“1776-1976:
From Revolution to Revelation.” Unlike the bicentemnial year the South—
west ABCA Proceedings have been prepared for three consecutive years.
The research efforts of many ABCA'ers and friends of the Southwest ABCA
have been distributed throughout this country. Two previous editions of
the Southwest ABCA Proceedings have been included in the ERIC system.
ERIC is a clearinghouse on reading and commmication skills. Abstracts
of these Proceedings appeared in the July issue of Resources in Education.

Nearly all contributors to this Proceedings provided camera ready
manuscripts. One or two papers required retyping to achieve uniform style
and presentation. Therefore, full responsibility is assumed for any and
all mistakes that might appear in these papers. These camera ready manu—
scripts expedited and minimized the cost of publishing this work. Except
for minor changes necessitated by typographical errors in manuscripts and
obvious errors in footnote construction, the editor avoided making any
alterations in this collection of papers,

Thus, papers appearing in this manuscript are as they were origin-
ally presented at the conference. The sequencing of these papers corre-
sponds to the conference program. The complete conference program is in-
cluded in this publication. For one reason or another, all of the 21
papers presented at the Spring meeting do not appear in this Proceedings.

As evident from the conference program and the contents of this

Proceedings, Dale Level of the University of Arkansas arranged an out-
standing program and Dale deserves our hearty congratulations.

An undertaking of this magnitude deserves the acknowledgment of
many persons. Foremost among them are the authors who diligently pre-
pared their manuscripts according to a very detailed set of instructioms.
My most capable work study students, Etta Watson and Lou Payne, also
deserve recognition for their contribution to the Proceedings. I am
indebted to Etta Watson for preparing many of the prefatory parts,
correcting typographical errors, and carefully proof reading the entire
manuscript. Lou Paynme very skillfully retyped manuscripts, prepared the
table of contents and contributed in various other ways to the completion

of this work.

The editor and members of the Southwest ABCA are especially in-
debted to Dr. Rosemary Pledger, Dean of the School of Professional Studies
for allocating a portion of the Small Business Administration Grants to
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defray the cost of publishing this Proceedings and for encouraging the
publicatiorn of this collection of papers. Ber contfnued support in pro-
-fessional and research oriented activities are greatly appreciated. To
all of these dedicated people I am truly grateful.

It is hoped this third edition of the Southwest ABCA Proceedings,
like the others, are professionally enriching and serves as a wvaluable
reference tool for Business Communication.

Sam J. Bruno
Editor
ABCA —— Southwest Region

University of Houston at Clear Lake City
December, 1976
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COMMNICATING LOUDER THAN WORDS:

W, Jack Dmcan, Infwersity of Alsbana in Birnioghan
Fred L. Myrick, Unfversity of Alsbams in Simnitnghas

This paper dincusses the impertance of fiwe categories of aeu-
verbal commamicative cues (§.¢., kinesics, procemics, chronenics,
oculesice, and phynical eppearence) a argmizstisnal processes. A
wodel vith dismmsions for detarmisiag congreency betvesa verbal and
sm-verbal coummication cwes is suggested md applisd to an enployen
perforeance svalusatios situation.

IFTROUOCT 108

Commmutcation is the sttt of giviag or exchangisg isferastion
by snans of sone ardfa. This precese is vitally fapertant aneag bu-
s beisjge in sustaianiag the flow and precesses sf all srpmizatiomal
amiivicion. Becanse of the Mgh value placsd o commmication, nen 1»
continecusly ssarching fer setheds of predicting and contielling the
flww of infotestion is the conmmication process. Cmmmmicetion,
broadly defined, can be divided inte tve conpements: wwrbal and son«
varbal, Much sttention his bees given £o the wrbal sspects of Conme<
akcation such an the propet wie of werds, mttuw.ﬂnu.

%
i
!
i

w-tumg ﬁea:nm ’l’uu.uuxy nuwtﬂul
Wv@m“&hminrnﬂnin,um“uw

- ”l'u.au Vith Your lyes.” Indestey Veeh, (July 1§, 1973},

2ilten C. Sevage, "Sure, Listem; Bet Wetch Their Cestures,
mem (hgme, 970, ». 3.
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pevisnced iu recognizing the (aportance md seaning of nom-werbal com-
mmicative cues,

fortunately, the {aportsace of son-verbal commumication is not
based upon argusents resulting from mere speculation., It has been en~
tinated, for example, that the aversgs parson actually talks for a to-
tal of only 10 to 11 uinutes per day, and that the averags seatence
takes ouly sbout 2% seconds to prumcumcs.d Other estimates suggest
that vords convey culy sbout 3O to 33 peroent of all that 1s seant in
the process of commmsication. The rematinisg 65 percemt of all commu-
aication §s trevealsd through body motions.S In viev of this let us
examine this process of aon-verbal commmication in grester detail.

TYPES OF NOM-VEKAAL COMMNICATTION

People crumumicate son-Verbally fn ot least five relatively
vell defined ways., Ue shall briefly fdeatisy each of thess categories

below,

1. Kiaesics., This type of sen-verbal commmicstion favolves
body movensats of all types iaclediag facial gestures,
hand wotiocas, leg wovesesats, md alterstions is body pos~
ture.

2. %. This type of conmmmicetion relates to how
or distant {adividuals pesition themselves from cne
mother in the act of commmicating.

. 8 m&u relates to the degroe of silence that
st verbal exchanges.

4. %. This relates to aspects of aye contact or aye
e that takes place throughout commmaicative inter-

, cal Appearunse. This relates to the wvay fa wiich
people 4f te ene mether with vegard to such thiags as
status differestial, toles, clething, snd 3o on.®

5.

33. Brwsees, “Perceptual Skills in a Cerpetate Jwmgle,”
Petsome] Joutmal, (Jamsery, 1972), pp. 30-53.

cutdun Uisenan, “Classes of Ben-Verbal Commmicetion,” Spwech/
Intespetoonsl Commmication, (Jamusry, 1974), pp. 230-233.

Ssavage, loe. cfr.

| 0. %, thet, "What Your Baployees Sea-Verbal Cone Are Telliag
Toe,” Muiuistrative Nansgremnt, (Augest, 19M), pp. 6445,
| \ 14



To $llustrate how each of these categories of non-verbal cowau-
nication can become important in orgamnizationsl processes, we shall
briefly discuss each one with refersnce to a specific situation. All
of these are likely to be familiar since every person uses one form or
the other in all commnicative interchangs.

Kinesics

Body motions are perhaps the most familiar types of noo-verbal
cosmaication. Experts in this area have fandficated that {t is impor-
tant for us to recognise several things about the nature of body mo~
tions. Firat, each culture tends to have its ow style of body lan~
guage.? For example, certaln nationalities tend to fncorporate more
hand movement in the course of regular coaversation than others.
Second, individual gestures or movements cmaot be resoved fros the
context within which they occur. This i{s true becsuse gestures can,
over time, change {n their meaning. For example, consider the "V" sign
that clearly meant wvictory during World War Il and wae associated with
Sir Winston Churchill., In the late 1960°'s, this sywbol vas more asso-
ciated with the sign of peace. Today, the sane sign, according to the
popular press, means veageance in certain areas of the Third World.
Third, body lamguages should ll!llxt be verified with regard to vhat 1s
said by means of the spokem word,

To 1llustrate a few examples Of body movemsuts and their impor-
tance in orgamisationsl sattings, consider the followviag examples. One
weiter indicates that an individual leming back in his or her chatr,
folding his of her arms and touching the nose as {f in devs contespla«
tion are clearly sipgns of deflensive behavior. Gerald l. Neireaburg
points out that the defensiveness in folded arws {1llustrates that
thete is doubt about the sction one should take. Other things, such
as claime to territory, &5 illuntrated by Che outstretched legs, can
also be jastrumental {a providiag insights iato a person’s ianer feel-

lﬂ‘lb?
Procemics

The study of the persenal space or distance thet sepatates in-
divideals L the process of commeaication is kaowe as procenics. The
space that separates individuals depends 4 great dedl on the sature of
the commmicstion interchange., For exanple, Cdvard Hall has divided
the commmicatios space luto four major tertitoties. The first is
called the latinate distasice. This is a very c¢lose form of comemice~
ticn which wswally takes place within six inches of the source and the

Tsavage, igc. cit.
...»‘..'“ With Your m.' oC. s-‘tb

Ysarey Fisher, "In the Beniness Morld Svery Body Talks,™
w M'. ‘M. l’?&’y . 55‘”.
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receiver. Such distance is used for top secret talks and the dis-
playing of affection. This intimate territory can be expanded up to
aighteen inches or so but usually remains characterized by confiden~
tial discussions with speech taking place at the level of a whisper.
The second territory is known as personal distance and ranges from

1y to 24 feet in the close phase and i{s reserved for very close rela-~
tiomships. The far phase within this territory is from 2% to 4 feet
and i{s usually typical of a comfortable distence for individuals talk-
ing to friends. The third territory {s Inown as the social distmce.
At this level the close phase ranges from 4 to 7 feet and is suitadble
for most dusiness discussions and conversations. For more formal dis-
cussions the territory msy be expanded up to 12 feet. Finally the
fourth territory is known as public distance vhich ranges from 12 to
25 feet and {a the distance used for formal language vhere cne can
anly see the hiead and upper trunk of the individual vith vhom they are
commmnicating., The far phase is more thm 25 feet and is usually re-
sstved for public speaking.lO

Procemics becaomes an importmat type of non-wverdal comsunica-
tion for the business setting simply because it determines to a great
extent the type of interchmuge that can take place. ‘here physical
conditions separste individuals the styls and type of commmicstion is
often determined envirvamentally.

To provide an exampls of this type of noa-verbal behavior iu
the orgmizational setting, consider collective bargainiag negotia-
tiona. According to ome writer, vhen negotfstors are pleased with the
progress of the bargaining sessioa, they temd to mowe closer to the
table and L0 cone another. WNhen they are disturbed by the lack of pro-
gress, they move avay from the table.ll The same is true of iadivid-
uals ot & party. As a general rule, When they are engaged {n s effec-
tive iaterchange they tend to sft close to ocne mother and talk in the
persoaal territory, (1% < 2Y feet). As things becoms less personal
they Bove away out to some level such as the social territory or be-

m.
hronemics and Oculesics

Circaenics relates to the exteat of the silence between werbal
exchmges. This disension i{s mote difficult to desl wvith for the
sverage individual. Bovever, eye movessats, or vhat is ¢comsonly kaown
as ocslesics s somethiag that alwoet anyone caa obeerve. For example,
eye gestures in besiness are very important. It is said that Chinese
Jads dealers watch the eyes of buyers for interest in a particular
stone becawse they have cheerved that the pupils dilate when interest

190041 L. Appledam, Bunen Commuications (Narper snd Now
Publishers, New York, l’n,o p. 108,

1 toten With Your Eyes,” loc. cit,
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increases.l? The same type of behavior explains the motivation for
the use of the visor by the poker dealer because the movements of his
or her eyes may at times give away the cards that are being dealt.

As a final example, we should note it has been estimated that
the eye moves about 100,000 times in a normal day. Because of this
the eyes are one of the most expressive parts of the human body. Eye
movements often can give clues to inner emotiocns. The enlarged pupils
of the eyes, for example, has been shown to be an indicator of a
favorable response to advertisements.ll Eye movements can also be
isportmt regulators of communication since an {ndividual perceptive
with regard to auch matters can easi{ly learn just how long or how far
to carry a point before the effectiveness of the communfcation is

ainimized.

Physical Appearance

The physical appearance of an individual can tell us much a-
bout his or her status or role in society and spectfically in an or-
ganization. Receatly the importance of physical sppearances has been
applied to such things as the job interview situation. A recent re-
port by two Stanford University researchers indicates that physical
appearsnce say be ocne of the more important factors ip determining
whether or not the recruiter is favoradbly inclined toward the inter-
viewes. It vas shown, for exmmple, that young men create mildly posi-
tive impressions when they wear sport coats, shirts, ties and slacks.
The impression is stroager, howewer, if the individual wears a suit.
With regard to women, the wearing of jeans and sandles can create im-
pressions that range from mildly to stroagly negative. PFailure to
saintain eye contact with the recruiter, using speech that is loaded
with j-::oa. and siailar dehavior can also result in negative impres-

sioas.l

Recently, an interesting study was conducted on the clothing
choices of successful and sspiring male college adninfstrators. It
vas noted, for example, based oo the sample informstion reported,
that the presidents of colleges and uniwersities generally wear medf-
um shade solid blue or grey two button suits with mediumm width lapels.
Trouset legs of the suit are generally straight rather thm flared and
long sleeved shirts sre regulariy wom. The shirts generally are ‘
solid white mnd are sccospmted by a striped tie that is coordinated
with the suit. Ou ithe other hand, the lover level sduministrators seem
to prefer double knit sport coets of either a solid or plaid pattsmn
as well s trowsers that are flared and wacuffed. Dress shirts tend

12¢tewart L. Tubbs, Buman Communicstion: An laterpersonal
Perspective, Randos Bouse, Bew York, 1974, Pp. 141-172,

 13albert S. Kiog, “Pepil Size, Eye Directiocn, sand Message
Appeal: Some Preliminary Findings,” Journal of Marketing, (July, 1972),
p. 57. R 1
Yewow to Cet u Job,” Parade, (Movesber 9, 1975), ». 12.




to be short sleeved and are often pastel colors other than white.
Ties are fairly evenly distributed of a variety of patterns. The
point 1s, that physical appearance by means of clothing or other di-
mensions de in fact present the stereotype of individuals in various
positions. 15 ‘

Thus, it becomss evident that there are a nusber of important
dimensions of non-verbal communication. The important question now
becomes what relationship do these bear to the verbal dimension and
how are they important in the everyday organizational situation.

DIMENSIONAL CONGRUENCY

Perhaps the most important thing perceptive commmicators re-
ceive from the analysis of non-wverbal commumnication s an imdfcetion
of how well the spoksn word really messures up to actions of the in-
dividual. An important term in the non-verbal commmication jargon
has become known as the "kinesic slip¥. In this case wa find an ex-
anple of an obvious incongruency between wvhat is actuslly said and
a person’s actions. For exsaple a person might say that they enjoy
a patticular type of foreign food. At the same time the gestures of
the facial expressions may indicate that the food i{s less than desir-
able.16 By the same token, an individual vho may sppear outwardly
as very confident in both the spoken word md physical appesrsnce may
display a handshake which is not congruent at all with the overall
appearmnce. This is often true of tha typical "dead fish™ hmndshaker
vho displays a great deal of uncertainty and {msecurity intemally.
Thus, the first level of congruency relates to the consistency of the
spoken word and the reinforcing or conflicting non-wverbal behavior.

The second level of cougruency is smomg various dimensions of
maning. A few of the selected dimensiocns is fllustrated ia Pigure 1.
The first relates to the evaluative dimension or feelings of approval
or disapproval. Rows one md two of the exhibit contain the types of
observations cne might expect with regard to the various forms of non~
verbal behavior. One can guickly sca the first row, for exmsple, and
derive a profile of the person displaying approval via nocan-werbal scts.

The second dimension of m2mning (poteucy) relates to the in~
tensity of the scceptance ot rejection. Risk fs included to illus-
trate the degree of confidence or mcertainty an individual displays
ic a commmicative situation. Pnally,.security indicates the clari-
ty or asbiguity experienced by each party inwolwed in the iaformetion

%at T. Bush, "Clothing Cholices of Sseccessful and of As-
piring College Adminisirators,” Proceedings, Southeastern Aserican
Institute of Decision Sclences, 1976, pp. 239-240.

16y neman, loc. cft. 18
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exchange. Moving down the columns, one can determine the congruency
among the dimensions of meaning. We.can now construct an additional
profile to determine the congruency among the meaning dimensiong,l7

AN APPLICATION

In a performance evaluation situatiom, the non-verbal cyes
may be especially useful in gaining control over the communicative
environment. Managers and supervisors continually voice discontent-
ment and insecurity with respect to the appraisal process. As g re-
sult, techniques such as management by objectives have been developed
to, among othér things, reduce the threat of performance evaluagion.

Most participative management systems suggest the use of gome
initial period of goal setting where employees and supervisors muytu-

" ally agree on performance standards (goals). This presents an ex-

cellent opportunity to “size up" the individual, from & non-verbal
perspective, so as to better deal with the ultimate appraisal geggion.
Of course, personnel files and similar records should be consulted
prior to the goal setting conference to obtain as much information as
possible with regard to the ewployee’s past performance, etc. This
provides additional data upon which to evaluate the non-verbal he-~
havior observed. The process is illustrated in Figure 2.

The manager who systematically uses all opportunities to
gather data on both the verbal and non-verbal aspects of employee be-
havior will be in a position to reduce substantially the insecurity
of appraisal conferences. The same 1s true in related areas such as
sales contacts, problem-solving sessions, and so on.

gou Well Do You Read Body Language?,” Sales Management,
(December 15, 1970). p. 28. -
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FIGURE 2

NON~VERBAL COMMUNLCATION AND pprrORMANCR
REVIEW: AN APPLICATION
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e
FOUR PROBLEMS RELATING TO AWARENESS OF METACOMMUNICATION
IN BUSINESS CORRESPONDENCE

Marlin C. Young, Stephen F. Austin State University
ABSTRACT

The evidence supports the premise that along with the verbal
message conveyed in the business letter there is often metacommunication,
nonverbal and unseen, a phantom intelligence transmitted by the writer to
the reader. The study of metacommunication as it relates to business
correspondence is in its infancy and the concern of this study was to
add to the. knowledge of the subject by seeking answers to four questions.

INTRODUCTION

Often an additional message, although not expressed in words, is
transmitted along with the message that is expressed in words. Such
unworded messages are called "metacommunication." These may reinforce
the meaning of the message, or they may distract from the message, or they
may even contradict what the message seems to mean. For example, when a *
person says, ''Don't worry about me," he may also convey the message
""Keep an eye on me." Or when a person says, "I'll do my best," he may
also convey the message "I'm a little apprehensive about my ability."

Obviously, metacommunication is of importance in.business corre-
spondence where frequently the writer conveys an additional message.
Whether people actually think with words, their intake of others' meaning
rests upon the words or writing techniques they use. People need a clear
awareness of how writing techniques cause reaction so that the techniques'
implications may be examined. This study attempted to add to the knowledge
of the awareness of metacommunication in business correspondence by
seeking to answer the following four questions: :

1. Of the three organizations, which has greater awareness of
:metacommunication: members of Sales and Marketing Executives Association,
members of American Society for Training and Development, or members of
National Secretaries Association?

2. Which type of instrument is more suitable for measuring the
extent of metacommunication awareness?

3. Which type of writing technique is most likely to cause meta-
communication?

24
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4. For cértain worded messages, what specific metacommunicatibn
is transmitted? "

PROCEDURES

The method utilized in determining the awareness of metacommuni-
cations that appear in businesgs correspondence consisted of an eight-page
mail questionnajire in two forms, closed and open, which surveyed a popu-
lation of 458 mempers from the three organizations previously cited.
Eighteen questiong were asked about respondents' awareness of metacommuni-
cation that appeared in six business letters. Spearman's rank-difference
correlation Or rpo was used to compute. the coefficient of reliability.
Seven business copmunication faculty members evaluated the instrument for
face and content apalysis. Of the questionnaires mailed, 48.5 per cent
were returned; 46 5 per cent were usable, '

FINDINGS

The statjgtical treatment of the data revealed that: (1) the
National SecCretarjes Associatjon's score was significantly higher than
the score of the pmerican Socjety for Training Development. It was also
higher than the gcore for the Sales and Marketing Executives Association.
The mean and standard deviation of the respondents of each one of the
three organizationg are given in Table 1, The means were computed from
the number of respondents who indicated an awareness of metacommunication
by a "yes" Scure and an additjonal message on both questionnaire forms;

Table 1

Summary of the Number, Means, and Standard Deviation of Respondents
of the Three Profegsional Business Organizations

Number Mean Standard
' Organization of Per Deviation
Respondents Respondents

e e ————————
American Society for

Training Development 109 14.24 3.84
National Secretarjes . :

Association 55 15.91 - 2.41
Sales and Marketing ‘

Executives 49 14,57 3.40
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(2) the questionnaire Form A achieved a higher mean score than the ques-
tionnaire Form B. The mean and standard deviation were. computed for each
questionnaire form. The results of the computation are shown in Table 2.
The number of respondents who indicated a5 awareness of metacommunication
by a "yes" score and an additional meSSage was used in the computation to
compare Form A with Form B; (3) the gTawmatical usage induced more aware-

Table 2

Summary of the Means and Standard Deviation for Form A and Form B
of the Three Professional Business Organizations

Number ‘ Mean Standard
For of of Deviati
Respondents Forms eviation
A 127 15.26 3.27
B | 86 13.99 3.65
_ o

ness of metacommunication than any other techniques. 1In Table 3 are given
the means and ranks for the writing teChnjiques. Each of the nine tech-
niques was included twice on the questionpaire forms, and the range of
scores was from zero to two. The mean is 3n indicator of how often a
technique was detected by a 'yes' score and an additional message; and

Table 3

Summary of the Means and Rank fop Writing Techniques
Most Likely to Cause Metacommunications

‘ Mean

Writing Per Rank

Technique Technique
Grammatical Usage 1.7136 1
Euphemism 1.7042 2
Split Infinitive 1.6948 3
Superlative 1.6761 4
Spelling - 1.6667 5
Vocabulary 1.6432 6
Phatic Communication 1.5822 7
Trite Expression 1.5446 8
Exclamation Point . 1.5211 9

26
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(4) the metacommmicarion most commonly received by the respondeats on
questiomnaire Form B were different from the metacosgemicarion received
by the respondents on questioonaire Form A in six of the nine writing
techniques. In Yable 4 are given the results from 212 respondents of the
=most commor: metacommmication that were recelived from certaim worded
messages, inclnding nine writing technigques on guestiommaire Form A and
Form B. The messages most commonly received by the 86 respoadents on
Form B were differemt from the messases recetved by the 126 respondents
on Form A for six of the nine techniques. The largest per cent of the
86 respondents for questiommaire Form B were conveying a reactioe to
other parts of the correspondence rather than receiving an additional
vriter’s message in answer to the eighteen questions about an auaremess
to the various techniques.

CONCILUSIONS

Obviously, metacommmication changes the verbal message and che
writer of the business letter must be auare of the hidden message in
order to achieve the desired response in tne reader. Based on the pre-
ceding findings, the foliowing conclusions may be veached:

1. Meskers of the Xatiomal Secretaries Association sppear to be
more avare of metacommmnication than are the sembers of the American
Society for Trainiag and Development or the menbere of the Sales and -
Marketing Executives Association. Perhaps the reason for this {s that
the skills required for secretaries are keyed touard careful attention
to the details of writing techniques.

2. The closed questioz=naire, Form A, is more suitable for mea-
suring the extent of setacomummication suarencss thas is the open gques-
ticanaire, Form B. Perhaps the reasos for this {s that the respondent
made a check mark to indicate his swvaresess to metacommumication, vhere-
as {n Form B the respondent had to compose the metacommmication.

3. Stioce grasmatical errors sppear to causs mOTe avarencess of
metacommmication than any other writing techmigque, then it fs reasomable
to state that proper grammatical usage In the business letter {s essen-
tial £{f the vriter vants to awoid the typs of sctacoammication which
night very well cause mis{nterpretation and distraction of the wverbal

message.

4. TVor certain vorded messages, a variety of specific metacommu-
sication is conveyed vhen the messages related to respect, timeliness,
snd education. The types of metscommmication are too varied to categorize.
Furthersore, the frequency analysis indicated that in the case of certain
worded messages velating to six of the nime vriting techniques the neta-
commmication most tommonly received by the respondents os questiomnaire
Form B wvere different fyom the metacommmication received by the respondents
on questiomsatre Form A.
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Everyosz should be aware of metacommmication and how it can play
a vital part in shaping the written message. All too often the written
message is framed with no thought given to the unseen message. The
additional message and the written message shoull work together, ecach
drawing on its strengths to complement the other and multiply the total
impact. Written messages can be improved and made to be more effective
all around if a person will develcp a feeling and an appreciacion for

metacommunication.
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PERCEPTIONS OF GROUP LEADER'S ATTITUDES
TOWARD "SELF" AND "OTHERS":
A STUDY IN NONVERBAL FACIAL COMMUNICATIVE BEHAVIOR

Carl Hicks, Indiana State University
ABSTRACT

This paper explores the importance of nonverbal facial commu-
nications in encounters between group leaders and group members. Two
levels of inquiry were employed: a “self-rating,“ to determine each mem-
ber’s perception of the group leader's behavior toward him, and the
"other-rating,"” to determine each group member's perception of the group
leader’s behavior toward his fellow group members. Responses from a mod-
ified semantic differential were converted to normal equivalents and used
as input data for use in the analysis of variance prodedure. The paper
offers a discussion of the findings of this experiment with regard to
each group member's ability to perceive the leader's nonverbal facial
communications toward him and toward other group members.

INTRODUCTION

Research evidence indicates that managers spend between seventy-
five and ninety percent of their workday engaged in verbal communica-
tion--that is, listening, talking, reading, and writing.l Moreover, if
the thought process is viewed as intra~personal communication, then it
is not an exaggeration to claim that managers do little else but commu-
nicate. Burns, for example, observed a sample of supervisory persogpnel
and reported that they spent eighty percent of their total workday ei-
ther initiating or receiving oral communications. The remainder of their
workday was spent--for the most part-——in writing or reading letters,

memoranda, and reports.2

lrred J. Carvell, Human Relations in Business, Macmillan Co.,
New York, 1970, p. 285; see also M. Joseph Dooher and Vivienne Marquis,
Effective Communication on the Job, Amurican Management Association,
New York, 1956, p. 13; William V. | Haney, Communication and Orgx«nizational
Behavior, 3rd ed., Richard D. Irwir, Inc., Homewood, Illinois, 1973, p. 4;
Lee 0. Thayer, Administrative Communication, Richard D. Irwin, Inc.,
Homewood, Illinois, 1961, p. 3.

270m Burns, "The Directions of Activity and Communication in a °
Departmental Executive (youp," Human Relations, Vol. 1 (1954), p. 78.
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Essentially, then, communication is a necessary and vital aspect of =z
manager's job. ‘

Communicétion Is More Than Words

Communication involves the .consideration of factors other than
just oral and/or written messages. Verbal language is only one of the
codes available to humans for the expression of ideas. Studies have re-
vealed that both ideas and attitudes can be effectively communicated by
mediums other than language. Communication may be conveniently divided
into two aspects, verbal and nonverbal. The verbal aspect usually re-
lies on a system of symbols (words) to convey its message. Thus, such
verbal communicative behavior as listening, talking, reading, and writing
all use a system of .symbols or a language to effect communication.

Nonverbal Communication

Nonverbal communication is not so versatile as verbal communica-
tion, nor is it so easily defined. Emmert and Brooks, for example, have
classified and defined eighteen distinct areas of nonverbal communication
ranging from animal and insect communication to personal grooming and
appare1.3 Ruesch and Kees restrict their cowverage of nonverbal communi-
cation to three categories: sign language, action language, and object

language.

What is often overlooked in the discussion of management communi-

—_————..Cation 1s the role_ played by nonverbal communication.. .The.verbal part

-

of a communication message (the words spoken) can often be supplemented,
emphasized, modified, or completely contradicted by the speaker’s vocal
and/or gestural nonverbal communicative behavior. Albert Mehrabian, a
psychologist, has devised an equation which emphasizes the various as-
pects of communication. He considers face-to-face communication to be
composed of verbal, vocal, and facial communication messages. His re-
search has indicated that the "Total Impact of a gommunication Message

is equal to .07 verbal + .38 vocal + .55 facial."? 1In other words, ''what
is said" 1s much less important than "how it is said," which, in turn, is
less important than the "facial expression" of the speaker.

Although writers in the area of management have declared the im-
portance of communication, they have generally concentrated their re-
search efforts on exploring the verbal component. Most of the literature
available deals with improving verbal communications or the establishment
of a communications system. If one considers Mehrabian’s "total impact"

3phillip Emmert and William D. Brooks, Methods of Research in
Communication, Houghton Mifflin Co., Boston, 1970, pp. 345-353.

4Jurgan Ruesch and Weldon Kees, Nonverbal Communications: Notes
on the V{sual Perception of Human Relations, University of California
Press, Berkeley, 1956, p. 20.

SAlbert Mehrabian, "Communication Without Words," Psychology
Today, Vol. 4 (1968), p. 53.
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equation a reasonable approximation of communicative reality, then it
would appear that the literature of business and management has all but
ignored ninety-three percent of the communicative process. Research in
the verbal area is necessary and important if communications are to be
improved; however, research should not be restricted to the verbal com-
ponent alone.

PURPOSE OF THE STUDY

This study was concerned with the effect of selected nonver-
bal communicative behavior within a small group setting. It was an
attempt to explore further the importance and significance of facial
expression as a nonverbal means of communication. The primary pur-
pose of this study was to determine the effect of a group leader s
programmed nonverbal facial expressions upon the group members' per—
ception of the leader's attitude toward the group members. Specifi-
cally, this study was designed to explore the following research
questions: ’

(1) Will subjects who receive '"positive nonverbal
facial communications'' from a group leader have
a significantly different perception of the
group leader's attitude toward them than sub-
jects who receive "negative nonverbal facial
communications' from the group leader?

(2) will subjects within the same decision-making
group be able to correctly perceive the group
leader's programmed facial expressions toward
other members of the same group?

METHOD OF RESEARCH

This study utilized one of management's preferred vehitles
for sharing information--the committee process. Selection and utiliz-
ation of a committee communication setting was chosen in an attempt
to approximate a real-world situation. Four classes of the Principles
of Management course, all under the same instructor, at the University
of Arkansas, were chosen for use in the experiment. As part of their
course requirements, students, in groups of five, operated a hypo-
thetical business firm through a computerized simulation exercise.
Once a week, the students were given class time to discuss the results
of their prior week's decision and to make the various decisions affect-
ing the internal operation of their firms for the next simulation.

6a "positive nonverbal facial comzunication' was defined as a
"smile" or '"pleasant facial expression' as opposed to a ''megative non-
verbal facial communication' which was defined as a "frown" or "uapleas-

ant facial expression."
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The investigator randomly assigned students to groups within
each class. After the groups had operated their hypothetical business
for five weeks (real time) the investigator administered a test to
determine if a single student had emerged as the recognized leader in
each group. Following the evaluation of this test, a pré-test was admin-
istered to all group members with the exception of the recognized group
leader. Utilizing a sixteen scale modified semantic differential, sub-
jects were asked to scale their perception of the group leader's behav-
ior toward themselves, as well as their perception of the leader's be-
havior toward the other members of their group. Immediately after the
results of the pre-test were compiled, the investigator secretly con-
tacted the various group leaders and solicited their cooperation in the
experiment.

Within each group the following labels were assigned to the
remaining subjects by the investigator: Smile Recipient (SR), Frown

_Recipient (FR), Control Recipient (CR), and Observer (0). The SR's and
FR's, of course, were scheduled to receive a specific programmed nonver-

bal facial behavior from the group leader. Specifically, the group
leader was to listen with a "pleasant" facial expression (smile) each
time the SR addressed the leader during the decision-making session
in.class. Each time the FR addressed the leader the latter was to ex-
hibit an "unpleasant" facial expression (frown). No deliberate pattern
of facial behavior was to be exhibited toward the Control Recipient.

The Observer served as a confederate in the experiment. Following a
two-week training (or programming) period, the leaders began introducing

_ the experimental variables (i.e., smile and frown) during the decision-
making sessions.

Utilizing a variable testing procedure and the same testing ve-
hicle, post-tests were administered under the same conditions as the pre-
test. Subjects' responses from the modified semantic differential were
converted to normal equivalents (NE)7 and a composite score for each sub-
ject obtained by summing across the sixteen-item scale. Input data for
use in the analysis of variance procedure was obtained by taking the dif-
ference between NE (post-test) and NE (pre-test) for each subject's com-
posite score. The two factors analyzed were conditions (C) and treat-
ments (T). In considering the first research question (self-ratings), the
condition (C) factor had four levels, and the treatment (T) factor had
three levels, thus a 4 condition x 3 treatment factorial experiment with
four replications was utilized for a total of forty-eight observations.
Due to a gractical restriction on randomization, a split-plot design was
utilized.® Following the two-way ANOVA test, those factors with signifi-
cant F values were subjected to a further test of significance utilizing

the Duncan Multiple Range test.

7Ronald A. Fisher and Frank Yates, Statistical Tables for
Biological, Agricultural, and Medical Research, 4th ed., Hafner Publishing
Co., New York, 1953, p. 75.°

8Charles R. Hicks, Fundamental Concepts in the Design of
Experiments, Holt, Rinehart and Winston, New York, 1964, pp. 190~-200.

91bid., pp. 31-33. 38
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FINDINGS

Self~-Rating

The first area explored dealt with determining the effect of the

-leader's programmed nonverbal facial expression upon a member's per-

ception of the leader's attitude. For statistical testing purposes the
null hypothesis was as follows: ' B

There is no significant difference between the
three levels of the treatment (T) factor.

To test this hypothesis, a two-way analysis of variance test uti-
lizing treatments (T) as one factor and conditions (C) as the second fac-
for was used as the primary test of significance. The treatment (T) fac-

_tor had three levels coded for identification purposes as follows: N

SR = Smile Recipient’ perception of the leader's attitude toward
himself.

FR = Frown Recipient's perception of the leader's attitude toward
himself.

CR = Control Recipient's perception of the leader's attitude toward-
himself.

The second factor, conditions (C) had four levels coded for identification
purposes as follows:

C-1 = The experimental variable was introduced for one decision-
making session and a post-test followed immediately.

C-2 = The experimental variable was introduced for two decision~
making sessions and a post-test followed the second session.

C-3 = The experimental variable was introduced for three decision-
making sessions and a post-test followed the third session.

C-4 = The experimental variable was introduced for four decision-
making sessions and a post-test followed the fourth session.

Table 1 presents the analysis of variance (ANOVA) for the '"self-rating" test.

TABLE 1

ANOVA TABLE FOR THE SELF-RATING TEST

Source of Variation df Ss MS F.
Conditions (C) 3 109.3849 36.4616 2.16
Leaders Within Condition 12 202.0872 16.8406

Treatments (T) 2 435,6121 217 8061 14.01%%
Interaction (T)x(C) 6 59,2811 9.8802 .64
Leaders Within )

Condition X Treatment 24 373.0592 15.5441

*%P<,001

From the analysis of variance (ANOVA) test, the F-test value indi-
cated a significant difference among the three levels of the treatment (T)

1
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factor at the .001 level of significance. In other words, the means of
the Smile Recipients (SR), Frown Recipients (FR), and Control Recipients
(CR) were significantly different. An additional test of significance be-
tween the means of the SR's and FR's utilizing a one-tail t-test indicated.
‘that the mean of the SR's'was significantly more positive than the mean of"
the FR's (t=5.16; 28df; level of significance=.001).

TOther-Rating

The second area of interest dealt with ascertaining group members'
ability to ‘correctly perceive the leader's programmed facial behavior
toward other members of the same group. For statistical testing purposes,

 the null hypothesis was as follows:

There is no significant difference between
the six levels of the treatment (T) factors

mobee—e—e - To - test-this—-hypothesis;- a-~two-way-analysis of -a variance test uti-
lizing treatments (T) as one factor and conditions (C) as the second factor
was used as the primary test of significance. The treatment factor had s1x
levels coded for identification purposes as follows: g

SF = Smile Recipient's perception of the leader's behavior toward

_ the Frown Recipient.‘ :

SC = Smile Recipient's perception of the leader s behavior toward

*  the Control Recipient.

Frown Recipient's perception of the leader's behavior toward

the~5mile—Recipienn.

FC = Frown Recipient's perception of the leader's behavior toward
the Control Recipient.

CS = Control Recipient's perception of the leader's behavior
toward the Smile Recipient. '

CF = Control Recipient's perception of the leader's behavior
toward the Frown Recipient.

FS

The second factor, conditions (C), had four levels and was the same
as that described earlier. Four groups of the experiment were run for each
condition, thus a total of ninety-six observations were obtained. Table 2
presents the analysis of variance (ANOVA) for the "other-rating" test.

TABLE 2

ANOVA TABLE FOR THE OTHER-RATING TEST

Source of Variation df Ss MS _ F

Conditions (C) ' 3 89.2803 29.7601 .52 . ,
Leaders Within Condition 12 -~ 688.1949 57.3496 ‘
Treatments (T) 5 345.7125 .69.1425 4.91%%
Interaction (T)x(C) 15 351.3007 - 23.4200 1.66

Leaders Within

Condition x Treatment 60 844.5565 14.0759

**P_f_. 001 4 0
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Tron the ANOVA test, the F~test valus fadicated & signiftcant d1f~
ference mmong the six levels of the treatment factor at the ,O00L level.
In other words, the mesns of the SF's, 5C°s, VS's, IC's, C3's, and CF's
vete signfificantly differant.

It vas hypothesized that, Lif subjecta were able to cotrestly
tdentify the programmed sonverbal facfal bshavier of the leader tovard
other nesbers of the sane growp, no sigaificant differsace would exist
betvers the folloving comparisens:

CS versus 73 ~ This Tepresents s cosparisos between
the Comtrel Recipient’s perveption of the lesder'’s
bebavior tovard the Seile Reciplent the
Trowa Reciplent’s perception of thw der’s
behavier tevard the Saile Recfpiont.

SY versus CF - This represents & conparisen between
the Saile Secipient’s perception of the leader's
behavier tavard the Frows Rectplen: thie
Coatrel Reciptent's percoption of the r's
behavior tovard the Frowm Recipiest.

TARLE )
- Conparioen | | Range Lax*
¢ versus I3 2.48 2.9%
5P versus OF 1.30 2.0

"LSE © Lesst Stguiticest Resge (¥ .03)
A= tadicated By Table J, these compariseus were mst sigeifticant
at the .05 level of sigsificance. In other words, the Sifferences in
of the C3 vereus I3 and 5P verses CF xare set statistically sigaif-
catit. On the sther hind, & SC varsus IT conparisen prodeced a tasge of
3.76 ehith was statistically significent &t the .01 level.

]

BISCUSSION OF YINpimCK

Basad ou the results sheained vis statistical testing, the fel-
leviag experisintal cvnclesions were Seawe. Sebjects v received poe-
Uiive ssaverbal facisl commsuications frem the growy lesders had & more
faviteble perception of the lesdit's sttitede tovard thenselves theas
did sebjects ohw tuceived magstive sewvertal focis]l commmnicstions frow
the group lesders.

Secswnily, ﬂjmﬂtﬂumuwgﬁqm-
&uummm:«mmlm'omtmw
slon teward othef Rmbers of the seme growyp.

“
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Becasuse the experimentsl varisdls (i.e., the leader's programmed
snile or frown) was the only comtrollabls variadle purposefully istro-
duced detvess. the pre- snd post-test, it seemed plaveidle to assign the
role of cousal agest to ft. On the stremgth of veascnsblesess, therefore,
it vas concluded that the leader's programmed smile sand frown exerted a
uessurables fafluence om the group sember’s perception of the leader's at-
titude.

Findings of the curreat study comceivadly lend themselves tc the
followving gaseralizations. Pirst, it sppescs that & group lesder's pro-
gramed noaverdal comsumicative factal behavior while L{n the process of
receiviag iaformation in a decisioa-nsking session (f.¢., listeaing) is
clearly discernible by group members. \hether this recogaition by group
senbers was 4 conscious one OoF ROt vas ot specifically tested, but there
1s soms Indication that perhaps the recogaition occurved om & less than
cosselous level, 10

Secondly, within the context of the group declefoo-making umit, it
sppears that & group leader's programmed ncaverbal facisl behavior has an
Safluence on the group senber's percepisn of the leader's attitude. The
evidente indtcated oa a pre-test/post-test comparisom basis that s growp
sesber®s perception could be infivenced and indesd altered by the pro-
sramsed sowverdal facial babavier of the growp lesder. 1a othar words,
it sppears that & greowp leader's programmed enile 1afluenced the reciy-
fent’s perception of the lesder’s attitude in a positive or favocsble
sanser. Is sddicion, it appears that & group lesder's programmed frova
tufluenced the recipient’s perception of the lesder’s attitede in & meg-
ative or wafaveradle sammer.

In gemeral, It #ppests that menbers withis a decision-uaking
group are swarw of the facial behavisr of the grow lesder teward otder
swmbers of the growp. Specifically, it appears thil if the leader's fo-
cial behavier 1o couststent (1.0., programsed) growp mesbers will correct~
1y recogaise 1t.

For sea-ptegtemmed facisl behavisr such ss that exhibited towanrd
the Coatrel Neciptest, however, asubarn differed sigatftcantly fa their
perception of the leader's badavier. fSpectifically, it sppeurs that growp
susbhers shoved a tendincy to preject their own percaptive of the leader's
attituie toward thanselves. Por fsatince, the evidesce suggasts thet the
Saile Recipient perceivid the leader on axhiditisg a foverable sttitude
lasder as exhibiting ax wafaversble attitede toward the Control Becipient.
In reality, ¢f course, the leader may have exkibited weither or both.
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PART 2
INTRA & INTERPERSONAL COMMUNICATION
IN THE BUSINESS WORLD
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TOWARD EFFECTIVE CORRECTIVE COMMUNICATION

Betty Yantis, University of Nevada, Las Vegas
Trudy Knox, Capitol University
and Ohio State University

ABSTRACT

Managers and supervisors in all organizations are
faced with the necessity of having to evaluate, correct
and discipline subordinates. <This type of communication,
according to participants in management development semi-
nars, is frequently unpleasant and algso ineffective.

Follow up reports from these participants indicated
that after learning and using the problem solving approach
in a corrective interview, that they were more effective
in accomplishing their objectives and that both they and.
their employecs were more emotionally comfortable during
the communication process. <This procedure was also found
to be effective in upward coamunication.

The interview procedure combines the basic steps of
problem solving with Transactional Analysis Theory of ego
states. The problem solving format requires a clear, fact-
ual description of the problem, a consideration of alter~
native solutions, an action agreement and follow-up pro-
cedures. Ego state theory is effective in recognizing and
aininizing thée destructive emotional content of the com=
munication process.

The methodology used for teaching this technique, in
both management seminars and classrooms, was role playing.
Follow up reports indicated that this interview technique
vas a valuable management tool in a variety of situations.
The authors have also found it to he extresely effective
in communicating with students relative to grades, class
attendance, academic standards and other probles areas.

INTRODUCTION

"Usually the resolution of conflict leaves a legacy
wvhich will affect the future relations of the parties and
their attitudes about each other."! 1t is because of this

'5lan C. Pilley, Interpersonal Conflict Resolution

(Gleaview, Illinois: Scott, Foressan and Co., 1975) ,pp17
45
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residual effect that the positive resolution of inter-
personal conflict becomes important to not only the indi-
viduals involved, but to the efficient functioning of the
organization. The corrective or diseiplinary interview is
a communication situation where the potential for a nega-
tiva resolution is especially high.

Managers and supervisors in all organizations are
faced with the necessity of having to correct and disci-
pline subordinates. According to participants in manage-
mé¢nt development seminars, this type of communication is
frequently unpleasant and also ineffective.

Because this type of communication is not only ne-
cessary, but can also be a factor in the growth and effect-
iveness of employees, it would appear that competence in
this type of communication would benefit both the suparior
and the suboriéinate. The technique described below was
designed to aid the manager in correctional, disciplinary
and appraisal interviews. Feeddback from nanagement sem-
inar participants indicates that the technigque is effect-

- ive in both upward and downward communication in a variety

of gituations.
CONFLICT RESOLUTION

Filley groups conflict resolution stratagies into
three broad categories - win~lose methods, lose-~lose
methods and win-win methods.? 1In his summary of thea
¢characteristics of the win-lose and lose-lose methods it
is interesting to note that the focus of these methods is
on the person or persons involved rather than on the pzo-

blem being addressed.

On the other hand, the problem-solving, win-win
strategy focuses on the creation of a climate and a pro-
cess wheredby goals of both parties may be effectively
achievead.

The superiority ©f the confroanting problea-solving
approach has been well documented.? <The technigue

2 tpia, pp 21-30.

3 p.R. Lawrence and J.W. Lorsch, “Differentiation
and Integration in Complex Organirzations," Administrative
Science Quarterly, 12 (1967), 1«47 and Ronald J. Burke,
*Methods of Resuvlving Superior-Subordinate Comflict: The
Cunstructive use of Subordinate differences and Disagree-
ments”, Organizational Behavior and Buman Perfourmance, S

(1976), 393-411.
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described below is an application of win-win conflice
resolution in a specific type of situation.

ORJECTIVE

“It's my fault. Again. Always {s. Ever will bde.
World without end.*" .

Harris uses these words to describe the feelings
2f the little person as he gnes through the civilizing
proces: of growing up. These feelings develop esarly in
the chiid and are reinforced throughout his 1ife as his
behavior is “"corrected” by significant adult people in
his environment. Thess negative feelings adbout a “cor-
rective situation” tend to surface throughout life;
therefore, the situation itself tends to evoke negative

emotions.

S The objective of tu. technique described below is
to help the manager affect behavioral and attitudinal
changes by using Transactional Analysis Theory to recognize
(1) that these Child ego feelings do exist: (2) that they
are {nappropriate and counterproductive in a problem
solving situation: (3) that a oricical Parent to Child
relationship with an employee evokes negative feelings
and responses; and (4) that the Adult €90 state solven
problems;?

“Thomas A. Harris, I'm OX - You're OK (New York:
Avon Books, 1973), p 48,

Stransactional Analysis theories are widely publishe
ed, and will not be discussed in this paper. Suggested
references include: Bric Berne, The Structure and amics
of Organizations and Groups {(New York: Grove Press, Iac.
1963): Dorothy Jongeward and contribators, Everybody Wins:
Transactional Analysis Applied to Orgqanirations (Menlo
Park, California: Addison-Wesley Publishking Company. 1973});

Jut Meininger, Success Through Transactional Analysis

(New York: Grosset and Dunlap, 1973).
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METHODOLOGY

Thiz technique was used in a series of management
seminars, conducted through the Graduate School of ~
Administration of Capitol University in Columbus, Ohio,
in the spring and summer of 1975, as well as in private
consulting situatfons,.

Ego States

The participants, in all situations, were miadle
t9 upper level managers in businesa or government. Trans-
actional Analysis (TA) theories of ego states and time
structuring were prese¢nted the first day of the seminar.

The objective was for the participants to gain
sufficient self-awareness to be able to recognize the ego
state in which they and others were operating in a given
situation. This was accomplished by having participants
analyze cases, share personal examples of e9Q state

~identification and participate in role playing. In the

role plays the counterproductive emotions of the Parent
and Child ego states were illustrated and the problem
solving ability of the Adult ego state was emphasized.

The Interview

Throvghout the seminars, problem molving was
stressed. 1t was pointed out that an interview for cor-
rective, disciplinary or evaluative reasons wvas,
essentially, just another problem solving situation for
a manager, and when viewed in that 1ight, ¢ould and should
be handled in an objective manner without needless nega-
tive emotional content.

I, Present the Problem

A. "I vant to talk to you about...” Preparation on
the part of the supervisor iz essential. The collection
of factual information about dates, prodblei behavior and
sources of information are necessary for an effective
incterview. A straight approach in setting up tke inter~
view prevents unnecessary anxiety and unfounded expec~
tations. A straight communication would be "I want to
talk to you in my office today at 4:00 pm about your last
report."™ This provides iaformation to the Adult ego state
and reduces confusion and anxiety in the Child ego state.

B. “"There are some things you do well..." A posi~
tive atmosphere or tone can be conducive to problem-
solving communication. Starting the interview with a good
stroke can calm an anxious Child ego state so that the
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Adult ego state can function. Too many good strokes at
this point can mislead the employee about the purpose of
the interview. This was frequently noted in role playing
and the communication shifted out of the Adult ego state.

C. "It seems that you and I have a prxoblem.*
Problem behavior is a problem for the supervisor as well
as for the employee. Acknowledging joint responsibility
is less likely to activate a rebellious or gscared Child

ego state.

The problem should be stated as succinctly and
factually as possible. The objective is to communicate
Adult information in order to goive a problem. In role-
playing situations it was observed that although the
verbal content of the message was factual, it was fre-
quently perceived by the person in the other role as being
a Parent to Child communication because of voice tones and
facial expressions. When this happened the Child ego
state of the interviewee was hooked, and the problem~
solving aspects of the interview gave way to nonproductive
emotions.

II. Listen to the Employee

A. "Is this the way you see the problem?” 1In
the seminars, it was observed that listening was frequently
a problem for the person in the supervigor's role. The
tendency to interrupt and restate what the intervievee
was saying was again perceived as Parent to Child communi-
cation and lessened the effectiveness of the interview.

The response of the interviewee will determine the
corrective action plan.

I1t. Action Plan

A. "What do you suggest we do?” If the employee
agrees with the supervisor®'s assessment of the problem,
the next step is to decide on the action needed to solve
the problem. Asking for the employee’'s suggested solution
gives him the opportunity to be in charge of his own be-
havior rather than being "controlled” by his supervisor.
This approach keeps the communication between the problem«~
solving Adult ego states rather thaa between a Parent ego
state and a scared, rebellious or passive Child ego state.

The plan should be an action plan that will result
in visible change within a given time frame. Such re-
sponses as “"1'11 do better.” or "I will try not to let it
happen again.™ are not acceptable because, not only do
they indicate a lack of commitment, they also lack a plan
for action. Acceptable plans define the activity requiread
to achieve the desired thande in behavior.
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B. "I'm glad you expiained that. It changes the
picture.” "I'll check on this and talk to you again."”

The employee may disagree with the supervisor's
perception of the problem. He may have information that
is not known to the manager. According to the type of
information, the supervisor may agree with the employee
and consider the situation as solved, or he may need to
check on the employees information and schedule a future
interview. 1In either situation, the supervisor listens
and responds from his problem-solving Adult ego state.

C. “Yes, but there are these facts that need
attention...”

The employee may not see his behavior as a problen.
("Not much happens around here on Friday afternoons, so
why should I have to be in my office?") 1In this case, it
has been observed that the employee is usually responding
from a Parent or Child ego state. The supervisor must
restate the factual problem situation in an effort to
input Adult information.

D. "Suppose we try..."

If the employee has no plan, or presents a poor
Plan, the supervisor may have to suggest alternative
Plans. The employee should be encouraged to choose from
the alternatives presented by the supervisor. His choos-
ing, rather than the managers telling, reinforces the
concept that the employee is in charge of and responsible
for his own behavior.

Iv. rollow~up Procedure
"1°'11 check back with you..."

A definite follow-up procedure tells the employee
that the manager is concerned about the problem and
interested in the solution. The follow-up also provides
feedback for the supervisor. If the original action plan
was well defined, the follow-up interview can tell the
manager that the problem has been solved or help him
determine why it has not been solved.

" APPLICATIONS

Although the interview format was originally
developed for use in a corrective or disciplinary situ-
ation, it has been found to be effective in other problem-
solving contexts. Seminar participants rrmported using
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the same format in communicating with their superiors
about their job situations, to resolve interpersonal
conflict with colleagues, and to resolve problems with
outside firms who provide goods and services to the
company.

It would appear, that in all these situations a
more effective solution can be reached by following a
format designed to fully utilize the Adult ego state
and minimize the emotional input of the Child and Parent
€go states. The key to the successful use of this
technique is in the active learning fostered by workshop
and group methods. The recognition of the importance of
feelings in the communication process is essential. The
technique only becomes effective through practice, support,
feedback and the resolution of inhibiting feelings.
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FORMAT
1 Il 11T Iv
PRESENT THE PROBLEM LISTEN T0 THE ACTION PLAN FOLLOW-UP PROCEDURE
EMPLOYEE

State purpose of the
interview (1)

Discuss emploeyee's good
points (2)

State the Problem (3)e

ﬂ}hen listen (4)

Restate the Problem

L.

If he agrees (5)—d

If he disaqrees:

nevw information -1:

does not recognizj
problem...1

No pian (6)

Poor plan (6)

Good plan (7} =

i

deferred (8)

deferred (9)._{|

¥Follow-up (11)

The phrases are numbered to corres
(1) I'd like to talk to yo

pond to the numbers on the chart:

u about""..‘“"1--'-------u-

(2) There are some things which you are doing well=meemee
(3) It seems that you and I have a problem-~e=rsecencccas

(4) Is this the way you see the problemeseeeescmeacsne -
(5) What do you suggest we do =e=emcacecceae ST ——
(6) SUPPOSQ ve tty'--'5---------------------.. -----------

(1) We have agreed to =-e-vemcescacaceccncmacaccmcnsonnes
(8) I'm glad you explained that. It changes the picture-

(9) I'11 check on this and talk to yOU againe=cvencees -
(10) Yes, but there are these facts which need attentione-
(11) T will check back With yoU=eeemesacessccecmecencecmce

e - ]

3
o
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CONCEPTUAL FRAGMENTATION: A TREND TOWARD NON-COMMUNICATION

William P. Galle, East Tennessee State University

ABSTRACT

As society becomes more diffracted, more groups come into exis-
tence, with their accompany;ng identities, and language: This growth in
the number of groups increases the number of inter-group communications.
. However, the very nature of group behavior seemingly precludes inter-
group communication. Thus, we are confronted with a dilemma. This
article is an attempt to look closely at the nature and development of

“-*~M~M*wmthis dilemma;- with- a“call for- solutlons.

INTRODUCTION

In his latest book, Alv1n Toffler attempts to sum up what is
nappening to the nation and ‘the world. - One passage succinctly states
his case: "What we are seeing is the. general crisis of 1ndustr1alism...w
a crisis that is simultaneously tearing up our energy base, our value’
systems, our family structure,.our institutions, our communicative modes, .
our sense of space and time, our ep1stemology as well as our economy. '
What is happening, no more, no less, is the breakdown of: industrial
civilization on the planet and the first fragmentary appearance of a
wholly new and dramatically different soc1al order. o

In his attempt several‘years agO'tO’identify,world problems and
rate propensity to lead to crisis, John Platt placed communication at a
serious level. In fact, over the next twenty to fifty years,‘he rated
- communication as one of his- "solved or dead" problems.2 Both of these.
views of the future foretell the significance of communication as to-
morrow's world grows more complex. And brief reflection on past events
1nd1cates, to some extent, the nature of the problem we shall face.

As industriallsm developed in Amerlca, existing societal pat-
terns were disrupted. Society was becoming more 1nterdependent‘and

1p1vin Toffler, The ECO-Spasm Repprt New York: Bantam Books,
1975, p. 3.

2John Platt, "What We Must Do," Science, Vol. 166, (Novembe*" 1969) PR
pp. 1115-1121. o 51 ‘ 88, (Nover
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many of the occe individual affairs of men were becomirg more standard-
ized. On the surface this tendency should hawe made the affairs of zen
(e.g., commmication) such simpler; bouever, there were, and still are
ccaplex undercurrents. These undercurrests, although evolnriomary in
pature, hmwideﬂdeimeﬂsfwmsocialmnﬁﬁct«amof
agtithesis to the pressures of cooformity—and as a result pev groups
(etknic, religiocus, economic, political, prefessional) have comtinually
emerged and copstructed barriers to protect their identities.

Duringthemnetwaixtiesaniwiﬁ’wimnytbrwghthe
efforts of gowercment, we began another round of standardization
artespticg to minimize conflicr by eradicating, oratleastlegishting
awvay indiwidual and group differences--bdlack/white, male/female, young/
old, rich/poor. The federal goverrment, through its intervention
created nev oppartunities and incemtives for more and more individuals.
Paralleling the activities of govermment, modern industrialisy has
simultanecusly {ncreased the individual’s power of self-detersminmation
and spawned strict, impersosal and distast relatiomships. Additicsally,
as the federal bureaucracy bas enlarpged, it has spilled over imto in-
dustry, amplifying the existing imperscral tendencies.

.ummimuaulmimmiqmdu«ccmgu
has been rather obvicus. As attempts at a mores “open-class” society,
they seem rather Ironically to have bad a reverss affect. Ip the last
decade o 80 {ncreased opportunities and mobility bave led to & pleth-
ara cf movements to establish the identities, rights and freedams of
varicus groups. And with these emergent groups has come the recognition
ef new sets of needs, attitudes, and (in some cases) language, accom-
panied by possidllities of new finter-group relatices.

In the economic sector the same {mpact s to be found, As
Toffler points cut: “Advancing techaology requires more labor divisiosm;
this, in turn, fosters varlety in the populaticn. But simultanecusly
the pew profusion of life-styles, sudcultures, sthnic groupings, re-
gional specialties, recreaticnal ‘affinity groups' all generate desand
fer a proliferation of varied gocds apd services. 7This desand for
varied new products and services Seings witk it a proliferation of
varied sev work processes, altercative work routines. . .so that we wind
up with more differentiated, Individualized people dolng mcre diverse
tasks., Asd $this vastly escalates, once more, the cost of coordiva-

tiem, « . M3 .
COMUNICATION DARRILRS 1IN COORDINATION

Thiw cost of cocrdimatzion obwicusiy has fzherest in it probless
of communication. As the pumber of groups in soclety (and the world in
general) increases, the numder of cross-relationships increases move

hﬂf!’-‘_!’g op. cit., PP 30-31.,
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rapidly. A simple relatiomship can be derived by applying the forsmla,

R, = K2 - K, with the following resumlt:

Number of Groups Number of Relatiomships
2 2
3 6
& 12
5 20
50 2650
100 9900

These figures represent cunly direct relationships between each group and
all other groups. They do mot represent possible coalitions cr tiered
crganizational structures. If these possibilities are comsidered the
farmula, R = X (2% + ¥ - 1) can be applied with the following result:¥

Eumber of Groups ¥umber of Relationships
3 18
$ ) 100
8 1040
10 $210
12 2%,708
18 o 24359,602

In addition %o the mapid ficresse im.cross relationskips, there
i3 a significant shift in teisks empiasizipg aommunicative activity.
*In even the simplest diivisSon of labor workers must sxpend energy or
two different functions: ome is getiadily doing the job; the other is
maintaining liaisom with others uiic participatte in the process. As the
soclety grows more differentiated thé balante Betwesn these two com~
povents of work--‘producticin’ and *liaisen’ ~- shifts, and more energy
must go {nto the llalsom ~ompovent. - o .*% i

Io order to cope wirh the Ioweasingly difficult task of coordi-
psat{cd, there are hasically two approaches ia accordance with Hage,
ot al. “. . .coordination cin e achieved {n two basic ways: (1) The
activities. . . can be programmed and then a systes of rewards and
punisiEents can be utilized to insure confarmity. . . . A clear blue~
pring of Aation would make departures from the plan {mmed{ately ocbvicus,
and & system of revards wvould provide the force behind the basic plan.
Staniards would leave 1ittip smbiguity about wvhom to punish and whom to
reward. (2) Organizaticons can rely more upon continuous flows of infor-
sation (feedback or mutual adjustment) as a method of coordinating the

“Tor s discussion of this formuls and the possibdle group rela-
tionships see: Harcld Xoontz and Cyril 0°Donnell, Principles of M -
mt‘. 5¥h “og W York: mw‘”ul Book Co.. 9 I Pm )
5705?1‘!'. op. dtog To 30.
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crganization. Under this system, errors, when detected, are often se«n
as a problem of improper socialization cr training; ome metbod of
mecungthzss.mnmzsthrmghtheprmisimofnﬂinfmaum.
Also implied in this approach is that pressure comes mot so much from
formal sanctions. . .bot mare from peer pressures. . . ™0 Either of
these solutions may be effective far coping Simply with the increased
quantity of messages transmitted. Houever, there is a far sore serious
problem (perhaps indirectly related to the guantity of messages)
accruing to society for which either salution may be questionable.

Perfect cosmunication requires sessages apprroaching 100% fideliry
and relevance. Far such to exist one pecessary condition is that the
receiver sust perceive and interpret messages {r the manner the sender
intends. And to do so both should sbare a sutual set of symbols. More
important, however, as we flip the "sepamtic coin®™, is the sharing of
the concepts which are associated with the symbols.

To date it seems that there has beep a preoccupation with the
probles of words per se i{n analyzing cowmunjcavions. It is suggested,
however, that the greater problem is psychalogical in nature revelving
around "concept mutuality” o “concept familiarity.” Comsequently what
is peeded is mcre focus on concept forwatiom, the process which deals
with experience and the comprebension ynd categorizing cf such experience.

The concepts accumulated by an indiwvidual provide him with a
frame of reference through which he cbyesrves and evaluates ideas,
objects, events and people in his envirorment. 7Thus, the individual
w{ll receive and interpret sessages in tevws Of hisz experience and the
uays he has learned to respond. This i{s cbwvicusly more than a simple

capacity for wards.

Quite often it is poszible that {ndividusls, as membders of a
given group, based on similar backgrounds and interests, will share
learning experiences and internalize sisilar concepts. As this phenca-
enon occurs for each group In existence, concepts become fragmented with
the possible result that groups of individuals ghare digsimilar concepts.
To the extent that two different groupa iuterface, tbeir sysbols (con-

cept proxies) may not be completely mutusl, and their cosmunications
will suffer. This is especially likely t'hcu the signs ipdividuals wrain
themselves to pespond to are abstract in Dature, poassibly representing
conceptual extrezes.

While there may be many such cases where the harmful effects
are peglizible, there are possibly many cazes where the resylts are
quite signfficant. If this is correct, smd geveral studies suggest It
is, then the soclal, political and econcmic schisss poted earlier may

'QJmm Hage, M. Alken and (. ¥Werrert, “Orgaplzation Strutture

and Cowmiutieﬁs." Aser{can Socioloiial wl.u, Vel. 36, (October
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zake social progress increasingly difficult as the present solutions to
coordirarion become less and less effective.’

COEVENTIOKAL SOLUTICNS IN A CONTEMPORARY SCOCIETY

s we move away from a "monoculture" ard society becomes more
diffracted, it zeems that greater compartmentalizatior of both the
individual and society is taking place. While we find ourselves sharing
a smaller world, we also find curselves sharing smaller and smaller
pertions of that world. Cbviously pot all groups in society communicate
vithoneanother.butasoneeonsidersthelargemnberofgrcupsin
society, and more overwhelmingly in the world, the significance of con-
ceptual fragmenting hegins to take on monumental propertions. It be-
comes increasingly difficult far articulation by some set of predeter-
mined rules (Solution 1) as the number of groups increases. Additionally,
the application of sanctions (reward and punishment) by society at large
becomes more complicated because various groups require, or develop for
_ themselves, different standards. Classic examples of this would include
the multinational corperations, radical groups suck as the SLA, and the
esoteric maneuverings of varicus professional groups.

Consequently we are more likely to rely upon secondary infor-
mation (i.e., feedback) and negotiation rather than rigid structures of
commun{cative behavior. Application of this solutiocm, however, becomes
increasingly cosplicated a3 the varying power and status between groups
is likely to further inhi»it feedback. Increasing social distance
generated by groups will generally be accompanied by a decreasing flow
of information. This is especially true as one considers characteristic
group bebavior. For example, it is rather well established that groups
are not genet'ally eager to cooperate wholeheartedly with other groups.
Yet negotiation and mutual adjustment require cooperation. (Greups
often perqeivis the situations in which they must cooperate as a zero-sum
game, which is iikely to lead only to further inter-group temsion. So,
or the contrary, the attitude is usually one of warinsss and hostility,
accompanied by uncertainty. This attitude is especially important in
light of earlier researck findings.

Emerson reported that goals tend to be defined in regions of
uncertainty, a quite feasible proposition since most goals lie {n future,
and the future does tend to be uncertain. Additionally, he stated that
goal-oriented motivation is paximized as a functien of uncersainty. In

7See, for example, the following: Carl Veaver, "The Quantifi-
cation of the Irame of Reference in Lador-Management Communication,™
Journal of Aguod %% o Vol. 82, 1958, pp. 3-9; A. Haried, *The
Semantic D ons of T 1 Statements,” Journal of Accounting
Research, (Autumn 1972), pp. 376-3$%; darry Triandls, "Categorles of

nt of Managers, Clerks and Workers about Jobs and People in an In-
dustry,” Journal of Applied Psychologw, Vol. &3, {(May 1959), pp. 338-3us.
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his study ne provided evidence that feedback is predominantly negative
under conditions of high motivation, and that uncertainty appears to be
sustained possibly as a result of such communications.

Coupled with the findings of Emerson is the point made by
Leavitt and Mueller in their classic study of feedback! Conditions of
negative or no feedback are accompanied by hastility.9 Thus, the un-
certainty with which groups must deal leads them to some form of inter-
group behavior. And to the extent that this uncertainty generates a
high level of motivation, it may lead eventually to negative or no feed-
back, greater tension and bostility, and in turn greater negative feed-
back, in cyclical fashion.

SUMMARY

In summary, as society becomes more diversified, and conceptual
fragmentation increases, groups are more in need of information held
by other groups. Consequently, there is a greater need far communica-
tion. The one avenue seemingly obviocus far such communication is through
the generation and utilization of feedback. But the apparently natural
tendencies of group behavior will diminish the likelihood of feedback
and co-determination of language.l0 And thus, it could be by this road
that society sinks into a condition of stasis or stagnation--a confused

struggle of pressure groups and power blocs.

If the trend toward what might be termed "polyschism" continues,
it will increasingly aggravate the situation, perhaps causing concepts,
and therefore language, to become extremely losalized. Eventually
society may find itself woerking toward Toffler's new social cxer, or a

glorified Tower of Babel.

In closing, it is interesting to note that many attempts at
solving inter-group communication problems have involved some form of
language standardization. One such attempt is symbol language, vwherein
the symbols would be pictorial in nature, hopefully reducing concept
variability.1l (One example familiar to many {s the interpational high-

8R, Emerson, "A Case Study of Communications Feedback and Sus-
tained Group Goal Striving,” Soclmﬂ. Vol. 29, 1966, pp. 213-227.

9. Leavitt and R. Mieller, “Some Effects of Feedback on Communi-
cation,™ Human Relations, Vol. &, 1951, pp. 401<410.

10For one example of group interference in Feedback see: Dennis
Ogava and Terry Welden, "Cross-Cultural Analysis &f Feedback Behavior
Within Japanese American and Caucasian American Small Groups,” Journal
of Communication, Vol. 22, (June 1972), pp. 189-195.

11pudolf Modley, "World Language Without Words,” Journal of
Communication, Vol. 24, (Autumn 197&) pp. 59-66.
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way signs.) This approach, however, brings us back to solutior one--a
set of rules applied on the basis of prescribed sanctions. Mre import-
antly, it does not deal adequately with the abstract elements about
which we commuricate so much. These elements Tend to be deeply im-
bedded in group values and norms. Ilow, for example, can we symbolize
suzh things as goodness, evil, profit, consumerism, communism, such that
conceptual agreemert is reached by all? As we conrinue to diversify,
nationally and internatiorally, it may be somethirng worth thinking
about.
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“TALKING TO OURSELVES"
(IMAGES, SELF TALK, SURVIVAL)

Franklin S. Williams, University of Arkansas
ABSTRACT

Man is in an almost continual process of self-programming,
feeding himself words and images which are major factors in creating
his reality. Much of this programming is negative and self-defeat-

ing.

It may be possible to block these negative distortions and to
mobilize psychologically for handling frustrations. Suggestions are
made for more effectively confronting and managing ordinary frustra—
tions as well as life's more difficult challenges.

INTRODUCTION1

From the age when we learn to talk, we begin talking to our-
selves about "what is happening out there". ("It's raining, isn't it
Daddy?") and about what is happening to u=z ("Gee, 1 feel hot”). We
also feed into our minds various images ("that black dog eats little
boys") as well. Thus, it can be said that we are constantly program-
ming ourselves, with mental images we create and susialn, and with talk
about ourselves and the world out thsre. Mcre than c.ut, ihis self-
pProgramming helps create our reality, and this reality is, for us, the

world we live in.

Now words and images can be positive or megative, favorable or
unfaverable, welcoming or threatening. 1If they awe positive they
create positive feelings about the world and ourselvas; and if negative
they help create a nejative world. That's the world we make for our-
gelves; reality is partly our own creation.

Let us now take ourselves into an ordinary day. This day if it
is at all normal will bring with it many frustrations. We sit down to
breakfast but find we are out of coffee. Just as we drive off to work
we have a flat tire. We arrive late and an associate gives us a dirty
look. The boss says: "I need to talk to you today. That last project
you did didn’t come off very well." At lunch the food is poor and the
cashier rude. Later on a friend forgets to smile, and dishes out a put-
down. And just when we are ready to go home, we are asked to work over-

time.

-

IEdicor'a Note: This article is written in the first personal
nominative to demonstrate the impact of "I" language.

6
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Now let us look at what we seem to have here. A day full of
many of life's little irritations. Each such circumstance, taken.by
itself, is a minor irritation. A triviality. A day, a week, a year
from now it will most probably have made no real difference in our
lives. That is, unless we have let a succession of these daily buraens
create in us a sustained bad feeling about our lives and ourselves.

We can be fairly sure that today, like most days, will have its
share of irritations. We cannot keep these from happening. All
through our lives they keep on happening. There are many circumstances
beyond our control, many we cannot be prepared for, many cases of just
pure bad luck. You will agree that they often cannot be prevented
from happening. But is it possible to act so that you can change
their negative effect?

Little by little we develop a way of living, a way of reacting
to ourselves and the environment around us. This is not usually
planned or thought out. But by repeating these living patterns they
become & habit, until finally we are "living on automatic".

The point is, do we have an automatic negative? An automatic
negative, an automatic pessimism, an automatic anxiety? If this is our
typical reaction, we need to become aware of this automatic negative,
full of negative images, negative self-talk about the world and our-
selves. Albert Ellis points out that negative emotions are sustained
by negative thinking, by negative self-talk. When we keep feeding back
this negative thinking to ourselves ("this is going to be a terrikle
day, I can feel it already") we sustain the negative feeling. 1In fact,
Dr. Ellis says the evidence indicates that under normal circumstances
our negative e¢-otions can only be sustained if we keep talking to our-

selves in a negstive manner.

His solution is that we identify our automatic negative self-
talk, determire fo chanpe it, 2nd block it--keep it from happening. 1In
this way, we begin to learm = 2+vw way of reacting to the circumstances
of living. It is useful, also, if we can determine if it is a nega-
tive that generalizes, that seems to apply to most situations, or
whether it is a specific negative, which seems to happen under specific
situations only, such as the fear of failure, or the automatic feeling

of rejection by others. .

I fe=. that Dr. Eliis's apjroach to the problem can be very
useful and deserves serious ronsideration. but I feel there is another
way we nmay be al:"e to prepaxz ourselves psychologically for possible
trouble ahead. Au interestiny; study has found that patients coming
out of surgery are often shor's¢d by the pain in the recovery room. Wak-
ing up to pain can be a psycnceiogical shock. But the study has also
found that if the patient, before entering surgery, is carefully warned
what pain to expect upou waking, sometuing pusitive happens. Psycholog-
ically prepared for the pain, as h< wakes up, iis pain level seems less,
and he 1s better able to bear {t. The pre-surgery warning prepared him
mentally and lessened the shock when it did come. In eight out of ten
cases, post-operative pain was less distressing when the patient was
told in advance how he might feel'when pain hit him. What we seenm to
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have here is a kind of psychological mobilization. It is as though mind
and body were prepared in advance. Physical and psychological energies
were given time to mobilize, they were made ready to handle the pain

when it appeared.

Can we develop a kind of psychological early-warning system, a
"possible future pain" signal, that will help us over some of our daily
psychological shocks? There is more than one way of going about this,
but let me suggest one here. Let us write down, or mentally comsider,
the following concepts:

- discouragement
disappointment
defeat
misfortune
failure

Think of these for a moment. Practically every day, one or more
of these will happen to you. It may be in minor or major degree, but
it seems to be “out there", waiting to happen. Would an advanced warn-
ing help? Can you mentally prepare yourself for at least some of the

negative events ahead?

Can you at first try to remember that about nine out of ten of
our worries are about things that never happen? This means we easily
tend to exaggerate the event, to blow it up out of all proportion to its
seriousness. Emotionally we are making mountajas out of molehills.
Often we can't trust our first negative reaction.

For example, I have found that if I wake in the middle of the
night with a worry, I cannot trust my negative feelings. I get up in
the darkness, get moving, and get out ¢f there. With the light turned
on and yourself in motion, something begins to happen, you are mobilizing
yourself and the worries get smaller.

Let us return for a moment to our problem gsituations: dis-
couragement, disappointment, defeat, misfortune, failure. We now assume
these will happen, keep an happening throughout our lives. So, instead.
of being surprised and badly shocked, we will begin to achieve a kind of
psychological mobilization. We are not going to be put down by the un-

expected.

At the worst, and if action is not possible, we can accept it
(telling myself this is positive self-talk). I have found it very use-
ful at times to visualize the very worst that can possibly happen in
this situation. I then agree that I can live with the very worst if I
have to. Once I have mentally prepared myself for the very worst,
realistically, I can predict that this is probably not going to be near-
ly this bad. What is likely to happen is so much less than the worst
that the burden already seems smaller and easier to deal with. Emotions
cz2n wind down and you feel much more able to handle it.

I also remember that, no matter how'bad the situation may seem
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to be, I can do something to make a bad situation better. (This is
positive self-talk). Getting in motion mobilizes energies you didn't
know you had, and doing something helps generate added self-confidence.
Being able to take the worst, and doing something to improve a bad
situation, both act to restore hope, a vital factor in psychological
survival.

A few days ago, it happened to me. A real disappointment. This
incident hurt. In fact, at first I felt as though I'd been kicked in
the stomach. I was left with the problem of recovery. The initial
shock propelied me towards disbelief and mounting anxiety. It took a
little while, working through feelings of disappointment. Fortunately,
I remembered to visualize the very worst that could happen. I then
fully accepted that—-decided to live with the worst possible outcome if
I had to. Then, I began to realize it was not nearly as bad as this.

I also reminded myself that this was another expected share of dis—
appointment and discouragement. Then I continued the process, start-—
ing to do something to make the situation a little better.

I feel that my system of reacting was a great help under a.part-
icularly distressing situation. I was able to use positive self-program-
ming: “This is a disappointment, really bad luck. I have a right to feel
disappointed. But it has happened and I can move beyond it. I will not
panic, I simply will not fall into despair.”

This approach allowed me to avoid or block such negative self-
talk as "how awful"” "how could this happen" and "how am I going to get
over this".

Life bruises us. Often. But if we can prepare ourselves to
accept misfortune as 2a incident, the bruise can heal. We can develop
a kind of psychological callus--a tough place where we won't get bruised
so easily next time. Or, instead, we can fall into negative self-talk,
keep thinking about it and talking to ourselves about it, and sustain
the negative emotion. Then we may develop a psychological sore spot, a
tender place, more sensitive to hurt next time. Moving beyond the minor
irritations, wvhen the situation 1s truly serious, if we act to make a
bad situation better, we discover psychological strengths we didn't know
we had, and find a new self-fulfillment in becoming more than we were.

_ Again, let us think beyond the more ordinary difficulties and
frustrations to a consideration of the sterner challenges ahead. Imdeed,
according to Salvatore Maddi, there is a "developmental value" in the
fear of death. The "mental experience of fear"™ can result from either
confronting the possibility of death itself, of from experiencing other
life events which, "if properly understood, constitute confrontations
with death”™. Suppose, then, we are faced with the sterner events of
life: death of'a family member, end of a marriage, the keen loss felt
from unwillingly terminated employment. We are now forced to re-assess
our life position. This can also happen when things greatly desired do
not turn out as they should--a long friendship gone sour, hard work un-
rewarded, integrity maligned, long and conscientious fair play rewarded
with gross injustice. Such stern events may push us to question the

very meaning of life.
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We ask ourselves: what do we need to do—-to make sense of it?
We can revert to pessimism, seeing ourselves as powerless and life_as
a delaying action of endless withdrawals. Stalked by fear, we take un—
ending precautions in a life that seems out of control, and in which we
are all the inevitable victims.

Or we may forsake pessimism for determined optimism, and turn
from cowardice to courage. We can take difficulties as challenges.
These stern events are important, we must meet them, solve them, and
learn from them. We learn to vigorously use our capacities to think
through and work out the most difficult solutions. This very process
repeatedly confirms our competence and self-worth. Confronted with
stern circumstance, we repeatedly discover that we are capable of in-
fluencing the events of our lives.

Making the really tough decisions confirms our self-identity——
in times of crises we find out who we are and what we are bent on becom—
ing. Through courageous action we change both the situation and our-

selves.

This, in whatever degree of seriousness, is still a macter of
what we tell ourselves--about the situation, about ourselves, and about
what we have to do. :
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COMMUNICATION: KEY TO MANAGEMENT BY OBJECTIVES

R. Henry Migliore
Oral Roberts University

ABSTRACT

The paper first develops the relationship between output. and-
the various factors that influence it. Communication is seen as a vi-
tal part of the MBO process, and MBO, an important determinator of out-

put.

A model of MBO is presented. The communicator, reinforcement,
and commitments is discussed at each stage of the model. .Communica--
tion is seen as the key to the MBO process. -

The resulting commitment to job and organization goals is dis-
cussed. The paper concludes that MBO can have a positive effect on
the individual and on the organization. The paper is based on the
author's experiences and Study of MBO. : ‘

'INTRODUCTION.

This paper is aimed at answering the question: Why is manage-.
" ment by objectives an effective organizational philosophy?- To-aid in
this answer, a model and explanations are presented to explain why the
philosophy works as it does. The role of communication as a catalyst
is emphasized as the key to the process.

Theo Haimann states that. "companies- that have. adopted this
approach (management by objectives) consider it to be one of the most
exciting and inncvative approaches to building motivation that have .
been developed in recent years."l It has been amply demonstrated that
MBO techniques will boost productivity. 1In a study by the author, the
hypothesis that worker productivity would increase using the MBO tech-

1Theo Haimann, Supervision: . Concept and Practices of Manage-
ment, (Cincinnati, Ohio: Southwestern Publishing Co., 1971), p. 59.
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niques is Presented.” Produczivity over a Ieyear period vose fyom
83,5 to 97.0 percent.

The classic production “us:tice presented dy Leftwich states
the quantity of output over a rericd of time 1s a function of the guan~
tities of the resources a, 5. o, ote., used by the firm.d Tor example,
0 = f{a,h,2) or output 1s a Twerion of wnits of lend, mschinery, and
humas tesources. The product output of & firm depends on the gusati-
ties of these Tesources used, Yodifyiag this production fanction, we
vill call ta the Waman Kesouyce Production Punetien. We will then set
ogtput equal o the function of (or dependent upom) commm{catfon, sue
perviston, sork enviroumnt; morale, working ceaditions, etc., and fix
nally sansgement by odjoctives. For exemple, M,R.0.= £(a,b,c) or mas
tesource output fs a function of cowmunication, supervision, enviccas
Bt ., MB0,. In other words, mazimes output by the human resource de-
pends on the proper use of these vesource inputs,

The next Dajor requirement (5 that the smviretiseat be coaducive
te the MBO philoscphy., e can then derive an equation that siys man
agerent by objeciives 1o a function of (or 1s dependent wpon) geals,
pevindiz veview, comnitaent by top sanagement, and iadtvidensY cowmit~
Bvst. For exmple, MO0 = £(s.0.c) or rave Ltons listed.

kel o

The hypothesis. that commumication s the key to the swccena of

the ssnageeant-by-0bjectives procuse L6 presented. ™is is $llestra-

ted in the sccompavying dodel. The explasation of the wsde) sugpests
that cesiiftaent ¢ the goal 15 cue of the aoet taportant factors in
schleving the goal. The individun] sheuld eriginate thw goel ot set
of goals. This gives hin the (ncentfve to fench thew. Ouly 3 cough

outline v format, /itess to b cuvered, anld 50 of 3hwald be glves to

the iadivideal a9 su atd by senagesrnt. Peter Drucher suggests the
wse of the “wanager's xut«"*u the Bensger staied what be hopes
e scconplish sver & time peried.d

Referviig to the midel, twe possibilities exist once he indl-
videal has presented & goel. If be sigokistes with his boss and dis~
cwases the goals with his, there vill be sove Jusitive reinfotcenent.

2y Seary Migiiore, “laproving Verk Producties W Commn -
cating Eaouledpe of Stk Resslts,” aof I
Sunmer m'o. pp. 212,

MM K. Lefewich, The 2 Sye
{Bew York: Belt, Rinchavi & Wissten, 1961), p.
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Alternatively, 17 there iz no negotiating, there will be negative rein-
forcement. Affer mepotioting with the bogs, {f the Roals afe st mutu-

' ally betwren thew, and Lf ths soctfal gronp thar the individual identi-

fles vith accepts these goals, a sigh perpona]l compitment will result.
It is possible, hovever, that 'a a stromg social growp fnfloence, $f

& se gorls werr ccepted and the sacial gy Felected the goals, the
possibilit; for a 1Luov persronal comnitment e¥{3i3 despite the negotia-
tion and wetua’ gial setting berveen wofkey =ud bows. On the other ex-
treme, if cievs is o nwgotiation snd the bosa sety the gosls wvithout
as interictioa wita t%e ewployee, there Will be a low peteoiial commit~
ment. The emphasis must de on proper (Wo.wmy communifeatlon durlig
these negotiationms:.

Rers “here sust be some feedback or knoviedge of result mech-
aasin inher n the Hrocers. 1t The coumulifcations chasmels afe open
and there 18 . prid feeddack system, a good Feviev s¥utem, ood perfor-
sance tovar’ls (e goals 18 cormunicated Preprrly, the high.personal
eommrd tasn® o111 coutinwe. 1f thers 1s oo feechack, lo reonal com-
#itnert will Jonttawe. The high personal comigment will tadure self-
control, variables of which are the worker's own self~faige, the move
to satisfy Lishetelevel needs, and hin own pelf-sceesligation. All
these thinge will corcribute to the worketr's ovy aelf-contrel rovards
xchieving the zoals.

) As poopst orgealzaticeal contryl techhigques swh as Padgets,
petfornance appraiscis, plans, asd prograns .\te wsed, the opporrenicy
to refafurce the gosis »nd goeal part®cipelicy 37 Susined. An ac-
coust {isg nystew with revesur, profie, o (vl centerts {5 wist help-
ful. The goals dfe then efther met or plaped. [f ghey ate met, tle
individual will feel 5 Tesultant refiforcement., 1f they arve mips=,
thes thete will be sofie destree of negative velufotcesent. 14 ceality,
thete (s 3 gray aves of relpforcesent achileewd Sepending om Bow close
the worker cane to achieving the goal.

Ouy Bext tadk then is to deternirs, 1f chis podel is corsect,
why the worker is commitesd, Be is connfited Secaune he hag had an
opportunity Lo Iateract with his swpervisor. scovwoed Peteis Swggerts
the meed (o1 :Y-ser .omtect betueen a .aperviter amd the Supervized.>
Thes, the MO frocess by iis very natur: bes Brseghe Individesi and sw
pervisor tugether. The fact thet the wplopes pur perricipased 10 get<=
ting the gtal belrs satlisfy higher-lewal weads, ¥ are refqreing to
Maslow's need structure.® Ve ate mven oy tNiG: the lowertevel mewss
Save been mel, swch as food, vater, crestwre fomfory, safety, etc., aond
that the worker is now commivced 9 achisviag the higher-Tovei seeds
swegested by FCeagoe.’

£ ‘h York:

§W Peters, ¢
Barper & Soms, 1950), ».

A. H. Maslow, "A Theoty of Nums Noziwagfon,” Perehologics
Review, 1943, p. 394,

7Ma McCregot, “Mhenzy X vs. Theory Y." Fi.toty Wegroine,
l’”ﬂ. ’w %&
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Thiough this geal-setting process higher~lavel needs are salis~
tisd. Thz gaslesetting process gives the participant ti: coportunisy
to be acasured, 2 measns toward recognitisa. DRecognitfen zan cone from
the supervisor or the various organfza:: -l contwuls, .ewards for nro-
ductivicy, and similar extrinate revards. Or Chere 1% a natural ten-
dency for intrimsic revards to be prevalent. Tuie 72 .ne satisfaction
of feeling good inside when one krows he has S~ 3 job well. The
worker will be committed, oftn umcoasciously, breause of thes: fo<ces,
Peters suggests that morale can result from the "realiation of dolag
sovethiing useful.*® A commttment ts tripgered here because the iodie
vidual recognizes that things are being accomplished, and e recogaires '
~’s contribution when the proper commmicative techniques are delng
L“hﬁéd-»

Self-image also _as an effect on the commitment. Afior the
worker has participated in the goal setting, he tux; commisted because
his self-image fu gererally vavrded off at all coste.” The vorker will
feel & compulzion fof #ven groater comsitsent to the goal to support
Che sel.--image and «sill 40 his utmost to sssure that the goals are net
<uof 3 positive outcome s showa .

Competition ran also increase commiawt towsrds goal sccow
plichment. This anthor found that competition asong the various work
: gtwu-at.wuugnlutmn levels tacressed morele snd gpoal commit-

ment . The spirtt of cospetition 1s intiate is humans, and it stimes<
lates us to higher pecfornence

Other thecries on factors that affect the model are wcthy of
discessica. Ringhas suggpesta that 1f a parson dislikes or mistrusta
somEone, he fo 662 likely to be feteptive to what the petson has to
say ynd lils versica oi our words is likely to be distorted by his per-
3oail wiews or preconceived sotious about one's wotives. !l It is wital
that this does not becowe a roadblock fa the wasageneut-by<objectives
cosmpnication proces . Mamigement wust assume this respuasidility.

Uberg states that ome of the pitfalls in performance appraisal
is lack of communicatie, evployees not knowing how they are rated.’?
Veors, id.. p. 7.

Rantaan v. Eaney, Cotwmication and Organizational Behavior,
{Bosewoud, Ili., Richard D. Itwia, Inc., 1967}, p. 69.

Wuigtivee, IB14.
ur; M. Riagham, *Basic Psychelugical Factors im Comsmication,”
Dccupat fowal Psycholegy. Jamwsry 1957, pp. 1-10.

mwnwn tg, "Make Periormance Appraisal Relevant,™ Batvard
Business Eeview, Vol. 30, VI, Jan-Feb., 1972, pp. 61-67.
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The judgment standards perceived to be used are not the same as thosc
actually used. This can be overcome and the perception problem reduced
if the communication process is encouraged and the goals are set properly.
The Alcoa Company of Americs Performance Appraisal and Review Process is
one of communiication. It is summarired as:

1. A person writes down his major performance objectives
for the coming year, and his specific plans (including
target dates) for achieving these objectives.

2. He submits them to his bows for review. Out of the
discussion comes an agresd-upon set of objectives,

3. On & quarterly basis he vechally revievs progress toward
theve vbjectives with his be.s, Objectives and plans are
revised and updated zs neaded,

§. At the end of the year, the person prepares & brief
“accomplishment report,” which 1{sts all sajor
accomplishments, with commenats ca the variaasces between
results actually achieved and the results expected.

5. This “self-appraisal™ s discensed with the bdoss.
© o Ressoas for goals mot defng det are exploved.

6. A new ge: of objectives i3 established for the next
’“tu"

The managemwat<by-objectives process seems t9 hinge wpon r.xd
communiicatiafi, Referrfug back to Alcoa's definftioe of ¥B0, firs., %
managetr had to write down his performasce objectives. Secood, he had
to discuss them with his boss. Tuird, he reviewed with his boss.
Fourth, he made a report, and fifth, he again discussed the objectives
wvith Els boss. Ia each of these arsas it appears that commmication
is the key to success. A breakdown anywhete could cause minagement
by odjectives to fall apart.

The isportsuce of commumicatica is emphasized by a tamber of
scuttes. Klevickis delleves, "en MIO approech desfigned to achieve
shated commi t toward commofi reselts or operational improveseats
is essential.” Paul Pigers states, "Wy feeling Is thefe {8 a direct
analogy here with the fact that poal setting should be recognicred as
s joint process also,"13

 Mhareer 5. Vilkatron, “anugiag By- and With-Gbjectives, Stwdies
i;;uuu;fel Folicy, So. 212.” National Indestrial Conferwnne Boavd,
L9968, | I 1 o

“&. €. Klevickis, “I'he Rights and Wroags of Mamagewent by
Object ives,” Indwstrial Sngimeer, July, 1973, p. 17. ‘

lsﬁmﬂ Pigars, “Lffective Conmmmfcation oo the Job,™ &msricae
Masii pewmiic Associstion, 19863, p. 25.
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-y

Pigars goes on to say that wuch cozmunication fails unteces-
s#i'ly because a writer or speaker acte as 1i he were the only active
ageat. Sherwin states that enlisting is a process wheve information
and judgments are exchanged and an understand?sg 1« built.16 McCregor
agrees wheg; he emphasires that the goal settin: is to be done by the
employee. !

What ve see, ther. 13 that mauy autiiors emphasizs many of the
variables built into the model. Raven found that when the goal is
unclear, 2 person 1is uncertsin and feels threatened.!8 He also found
that groups that did not have goals or had goals that were unclear were
1ikely to try to define goals themselves. Watson and Johnson found
that group productivity is baused primarily upom the commitment of
msenbers to accomplish the group's goals. Unless there 1s & ressonable
chance of success, little enthusiasm for it would be generated. Im-
portant here is the variable of the possibility of the outcome. Ace
cording to Watson and Johmson, the goal must be parceived as poesible
of schievement or motivation to achieve it will be lacking. Lindzey
and Arnson point out that the “gosls of the crganization must in some
sense, then, be an smalgam of the goals of thw participants.l9

The asuthor drev this same conclusion in an uapublished study of
college students in 1972. Other pertinent pofints in that unpublished

study were that (1) the students would work as hard or harder if they. .. ..

set the goal then if their parents set the goal: (2) the students had
a teddency to set goals too high; (3) the students were strongly moti=
vated to achieve the goals; (&) persous will work barder once they
start a task they are committed to accowplish.

Tebay Tound that greater success results vhen the plmmgm
takes {oto account the attftudes and experience of those {nvolved.
MBO poal setting as demonstrated by the model, recognizes factors,

‘“Dwgus 5. Sherwin, "'Sttntm for Wioning Esployee Counitment,”
Barvard Business Review, May-June, 1977, pp. IT-47,

‘ “mxu NoGregor, “An Uneasy Look at Performance’ &ppraisal ™
Earvard Susiness Review, May-June 1957.

wntttru H. Raven, "The Effects of Varied Clarity of Croup Coals
shd Croup Path Upon the Iodividual and Mis Relation to His Growp,” Buman
Relations, 1957, pp. 29-46.

7 "umcy. Arnson, The mmdm of Social Psychology, (Addisom,
Wesley Publishing Co., 19685, p. 571,

?0sames ¥. Tebay, "Planaing That Begins and Ends with Feople,®
Management Review, Vol. 61, Fo. 2. Jsavary 1973, pp. 57~51.
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Conclusion

In conclusion, the various studies and the information about
goals, communication, commitment, and their effect on people geem to
fit into the management-by-objective model presented. The goals can
be an integral part of the motivation and commitment process.

The studies and results from the different academic sources
motivated 1513 avthor to do a study among 24 companies during the
spring of 1975. The companies were asked to respond to a "producti~
vity questiounaire.” The questiommaire was developed to determine how
people view:d the productivity problem and specifirally how some of the
factors affected productivity. Of specific interest were their feel-
ings about goals and goal setting, comsunication, training, supervision,
pay, goals of the organiration, how their goals ranked with other
groups, how the goals made the person feel, and factors that could
cause hin to produce more. Participants in the study included engt~
neers, first and gecond-level managers, welders, production-line
employees, service industry, computer operators, and white-collar
workers.

What this study seems to validate is that people inherently
....recognize the value of goals and goal setting and feel it would help ... ... .
~ them in their environment. The model presented exphasized communi-

caticn and commitment; suggests the proper method of goal setting.

Paper presented by R. Heanry Migliore, Amerfcat Busivess Commmication
Assoclation, March 19, 1976, Sen Antonio, Texas.

This material will be used in Chapter IV of R. Henry Miglfore's book,

M830: Blue Collar to iop Executive.
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POST-MORTEM OF AN ELECTION: A COMMUNICATIONS FAILURE (OR TRIUMPH)

John Todd, University of Arkansas ,
ABSTRACT

An election for the approval-of a new municipal sales tax is analy- . .
zed from a communications perspective. The election was lost in spite of
early polls favoring it, and it is suggested thac identifiable communica-
tions factors contributed to this election decision. The opponents of the
tax communicated more effectively to the voters than did the proponents.
Their message was clearer; they utilized the advertising media wore
extensively; they stimulated voters' lateat emotioms; and they exploited
factors in the communications environment. The anslysis of the election
is followed by a discussion of the tmplications for organizational wanagers.

INTRODUCTION

""""" What role does commmications play im deciding an election? Many
people stfill recall the decisive role of the televised debates in the 1950
presidential election. Was that a fluke communications phenomemon? Or
does communication also have a significant effect on other elections?
Theodore White and others have written extensively :bout the importance of
the imajes commmicated by the candidates.l But what abcw' an election
without candidates - an electiom over a single issue? And what is the

Televance to management?

This paper analyzes & recent local election from a communications
perspective. The election wvas talled to approve a one-cent city sales
tax for Fayettevilie, Arkansas. The proposal failed in the election by
approximately 270 votes out of 4,300 total wotés. These were a nunber of
factors that figure in the election, mot leist of which wss the iscue it-
self. It is the hypothesis of this paper, however, that commmications
played the key role in the election. This paper will examine that
hypothesis by reviewing the pre-election activities from a commmicatfons
perspective. The implicatiocus of this situation for sanagers of orguni-
zatious will also be examined.

‘ l'l‘bem!ore H. White, The Making of The President, 1960, Atheneul
Publishers, New York, 1961.
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THE ELECTION CALL

As with most cities, Fayetteville had been heading toward finan-
cial trouble for several years because of inflation. Expenges in a grow-
ing city were forging ahead of revenues. In the latter part of 1974, the

problem was compounded when the ¢ity lost half of its local property tax
millage for operations because of a court decision. (An antiquated
Arkansas Constitution set a very low limit on this primary source of
revenue, and Fayetteville and other Arkansas cities had been exceeding
that limit without challenge until the lawsuit). Thus, Fayetteville city
government faced a financial crisis that called for new local revenue.

City diroctors, the elected represemtatives of the city govern~

ment, set about studying the very limited altematives. They also met

with various groups who had ideas and questfions, The sales tax appeared

to be the best alternative. A public opinion poll was commissioned that

showed support for a city sales tax by approximately 55X of the people

polled. That poll and a subseguent poll by the Chamber of Commerce of its

mesbers both indicated a favorable reaction to the city sales tax. The

Directors, themselves a diverse group composed of two University professors,

a retired person, a housswife, and a businessman, a real estate person,

and a utility company manager,. voted unanimously to ask voter approval of

the city sales tax. To that poine, visidle opposition had been limited
~to-a small-group of car dealers who were concerned with losing dusiness

to other towns.

The development of opposition in the next few weeks and the result~
ing rejection of the tax provides reasom to suspect that cosmunicatioans
played an important role in the election. The next sectifon will examine
the most important cosmmunication factors that occurred during that time.
The observations are nade only fn order to test the research question and
should not be cunstrued as criticisa of the people fuvolved. The primary
information for this paper was collected from newspapers an3 interviews
with city officials and other cftizens.

COMMUNICATION FACIORS -

Clarity

One of the advantages of the sales tax proposal was its simplicity.
People could readily understand what it was and how it was to be paid.
Confusion arose, however, on the telat{ionship of the new siles tax revenue
to the city's needs. Opponents emphasized in numerous paid advertisements
that the sales tax revenue was substantia)iy sore than the property tax
that had been lost. The Directors asnswered this by pointing out that the
1975 budget deficit was greater than the tax loss and that the projected
1976 budget would be even greater, thereby nirrowing the gap between ex-~
pected siales tax receipts and city's needs. Any excess money over the
amount needéd wvas committed to capital projects, boud retirement, or tax
teduction. Appendiix 1 reflects the complexity of the Directors' answer
to the claims of excess funds; this was the only paid advertisement of
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this nature. In discussion with people after the election, it was obvious
that they understood the opponents' figures better than the more compli=
cated figures of the Directors. Ordinary citizens were confused by the
intricacies of municipal finances and terminology such as deficit,
multiple funds, inflation percentage, revenue sharing, reserves and
capital improvements. Not being able to comprehend the proposal, most
people voted against it. Thus, the good intentions of the directors in
providing all the information had a boomerang effect.,

Media

The inadequacy of media by which the issue could be discussed was
atiother significant factor. If the relatively complex message of the
Directors was to be understood, it had to be presented effectively through
the media. Fayetteville had no television station, thereby eliminating a
very important meams of communicating with citizens. The only Fayetieville
newspaper prowided coverage of the issue, but its news reporting some-
times stimulated more questions than answers. The unpublicized radio de-
bates were participated in by city officials. Although the debates
apparently iamproved listeners' understanding of the issue to the favor of
the tax proposal, the number of people affecred was relatively small.
Personal appcarances before several civic groups by city officials alse
was an effective means of presenmting the issues and answering questions
for the people present. It appeared, however, that most. of the audience ... .

7T at these wmeetings were favorable to the tax measure and only needed to
have their opinions reinforced. Commmnication by paid advertising was
limited for the propoments of tlie tax, while opponents saturated the media
with paid advertisements. Thus, the limited media available was more
extensively used by the opponents of the tax. Other media, such as tele~
vision and public forums that would have been better suited for the pro-
ponents' more complex message, either were not available or were not used

to any significant degree.

4

Exmctions

Tax opponents communicated primarily to evoke people's feelings
and emotions. Their strategy was to make the tax proposal a “gut issue"
that evoked negative feelimgs. Appendix 2 is a sample advértisement of
the opponents. The words "disgusting" and “immoral™ in that advertise-
ment struck & responsive chord among a nuwsber of people, according to
observers. Examples of other opposition advertising texts are the follow-

ing:

Are you . . .
A Housewife
Teying to live within your grocery budget? Do you want your grocery
dollar to be worth only 96¢?

Are you » . . .
On a Pension?
The proposed sales tax increase would be just the same as a 1% cut

fn your pension. Can you afford i¢2

With an economic recession in progress; these mwssages were easily
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understood by these people. The message also expressed understanding of
the peoples' economic problems, thereby developing greater receptivity

to the position of the sender. Conversely, these emotions tended to set
up barriers for the tax proponents' message. Directors followed a policy
of presenting the city's financial situation in a logical, factual manner
and relying primarily on the receivers to relate that to their own welfare.
As long as emotions were neutral, this approach was successful. As
personal feelings were stimulated by opponents, they increasingly screen-
ed out the messages of logic and facts.

Environment i}

The economic environment, as noted above, tended to make reception
of a tax-increase message more difficult. Many people would not allow
themselves to consider such a message because it would represent a
further threat to their fimancial condition.

The political environment also was not conducive to effective
communication. Political disputes in past years had left a segment of
the community alienated from city government, and communication with that
segment was probably not possible. As an example, one director's usage
of the word "tradition" in connectfon with the maintenance of municipal
services stimylated a sharp reaction from the opposition that old

--political -wars-were.beilng-revived, -Too -late,-the-director-realized that ...

the word "tradition" meant something very different to some people. It -
is unlikely that any choice of words would have been understood by that
segment because of a very different frame of reference from the directors.

More seriously, there seemed to be a credibility problem that
was a product of a general distrust of all governments and politicians.
The result was a failure to believe statements by city officials about
the seriousness of the city's financial problemg. Many people chose to
ignore the messages of those officials because they ™had been lied to
before." A recent nationwide study showed that over one-half of our
adult populatiom agreed with the statement: "you cannot trust statemernts
made by leaders in our country." This problem was accentuated in the
last few days before the election by opponents' finaccurate statements
that implied possibilities for cost savings and other revenues. For
example, an airport cost budget of $225,000 was pointed to as a way to
save $225,000. City directors tried to point out that the airport
revenues offset that expense, but several people said later they still
believed the original charge. The directors' reply was either not
teceived or not believed by those people.

Communication is considered by the writer to be completed when
the receiver of the message understands the essentlals of the message.
The receiver does not necessarily have to agree with its contents or take
action on it. Within the definition, it can be seen from the above
accomt of an election campaign that there are wmany opportunities for

coemunications failure. L

The election that was reviewed above appears to have been signifi-
cantly influenced by certain commmnication factors. Early public opimion
polls predicted passage of the tax proposal. Between that tise and
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election day, a large number of voters apparently changed their mind.

The key to the shift appears to be the result of more effective communi-
cations by the opponents than that of the proponents. The message of the
opposition was understood and believed by the voters, while the proponents’
message was not received to the same degree.

The communication phenomena observed here is not limited to this
particular situation. Although the principles and errors may be most
directly applicable to other elections, the writers believe that all
people involved in interpersonal and organizational communication can
benefit by considering the results. The next section will consider par-
ticularly the implications for managers of organizatioms.

IMPLICATIONS FOR MANAGERS

Managers often decide on new programs after extensive studies.
Based on those studies, the managers believe they are doing what is best
for the organization and its employees. Unlike the governmental situa-
tion, they do not have to ask for employee approval. Yet, just as _
definitely as by a voter rejection, the new programs are often defeated
by the employees. Weapons of Benign meglect and sabotage prove quite

The same communications factors that were discussed above are
also common in the business world and must be dealt with by managers.
They must likewise be concerned with communications clarity, media,
emotions; and environment. The objecrive to be attained by atteation
to these concerns would be to comminicate messages that are couprehen-
sible, valid, and have utility for the receiver.2

The following practices are important for effective communication.
Each of them affected the election sutecome and can also affect wmanagerial

sSuccess.

1. Commmicate cleariy. The message must be understandable by
the receiver. Too much information - overioad - cam contribute to
¢onfusion, as in the election, just as much as too little information.
Increasingly, managers must be able to communicate clearly the "why" as
well as the "what™ of new programs without giving people more than they
can handle. In addition to the magniftude of the message, the language
and the manner of the presentation may be critical in making the message
understandable to the receiver. Without this understanding, there will
be d tendency to reject the proposal. Thus, the recefver's capabilities
and interests should be considered by the sender along with the content
of the message in order to effectively communicate.

2bee Thayer, Ccammmication and Commmicatiou Systems, Richard D.
l¥wia, Inc., Homewood, Illinois, 1968, Ch. 13.
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2. Present the message through media that will improve the chances
of the message being physi:ally received and understood. Reliance on one-
way communication efforts through mass media was inadequate to present the
directors' complex messages trying to explain the financial situation. The
limited availability of two-way personal communication media curtailed
communication effectiveness in the election. Managers also often rely
on memos and newsletters to communiiate messages with an equal lack of
success. It is seldom possible to anticipate all the questions and fears
‘that occur to people when a message is presented, so 3 two-way communica-
tions media is important for those occasions. Thus, media selection is
important in order not only to assure physical reception of the message
but also to improve its understandability.

3. Don't rely on the language of logic to convey wmessages. The
language of sentiment® also must be considered, as originally pointed out
by Rothlisberger and as demonstrated in the election. Rothlisberger
found large communications breakdowns in corporations because managers
spoke the "language of efficiency" and the workers spoke the "language
of social sentiments and feelings.'3 In the election, the proponents
based their campaign on "putting everything out on the table so people
can see the tax is necessary." This logical approach proved less effect-
ive than that of the opponents, who demonstrated empathy and identifi-
cation with people's feelings about their own situation. It is néte-

s ey rthy - that- the-opponents-had-no-"'logical"~revenue-alternatives-but-simply——.-
stimuiated latent concerns and fears of the voters. People's emotions can
serve as strong filters or amplifiers for messages directed toward them.

4. Make: the message believable. A receiver of a message will
evaluate both its ¢ontent and its sender for validity. As noted above,
credibility is a large barrier to communication effectiveness in the
governmental area. Managers must also be concerned with a widespread
questioning of authority that makes communication from authority figures
suspect to the receivers. This problem is an extension of the '"don't
trust anyone over 30" ideology of the 1960's. Although its most visible
impact may be in the political environment, corporatioms, churches, atud
other institutions must also try harder to establish credibility as a
prelude to effective communication. Otherwise, negative value judgments
by potential receivers will block out the message.

These suggestions apmear to be important for better communications.
The #@méssage must be physicaiiy received through appropriate media and it
must be understandable, be believable, and take into account the receiver's
emotions. Although most people do not have to worry about winaing an
election, the commmications lessons to be learned from an election can
be useful for interpersonal relations and organizatiomal success in other

situations.

3Fritz Rothlisberger, Management and Morale, Harvard University
Press, Cambridge, Massachusetts, 1941.
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i - APPENDIX 1

A MESSAGE FROM THE
FAYETTEVILLE CITY DIRECTORS

HERE ARE THE FACTS ‘

. The City urgently needs additional funds just to maintain_the present level of city services. Last
year we cut capital improvements and used mo ney from the Emergency Reserve Fund in order to
. ‘get by’. In 1976 we must either drastically reduce services or find the additional revenues.

HERE 1S A SUMMARY OF THE CITY’S FINANCIAL PLIGHT

SANITATION FUND (garboge)—currently able to operafo‘on user fees
WATER & SEWER FUND—currently able o operate on user fees 3
* PUBLIC WORKS (streets)—greatly affected by our current loss of federol revenue sharing funds and
by inflation ‘ ‘ L o e
* * GENERAL FUND (fire, police, parks, library, airport, etc)—greatly affected by loss of 5 mill voluntory
tax, loss of revenue sharing and inflation :

% $284,000 this year’s deficit (1975) . S
216,000 increased costs due to inflation (8% of a 2.7 million dollar Public Works & General Fund ',

budgets)

[T NIF S

$500,000 Amount needed for 1976 budget

In addition to the $500,000 we must also plan in 1978 for another $120,000 match for fost Révenue
Sharing and for the replacement of at least $130,000 into the Emergency Reserve Fund.

THE CITY BOARD ADOPTED A RESOLUTION SAYING:

“In the event that more than $750,000 is collected in the first year of the sales tax, any excess above,
that amount will be designated for needed capital improvements and associated personmel costs for
maintencnce end operctions. These capital improve ments will be selected after public hearings at which
Fayettcrille citizens will have an opportunity to express their priorities ‘and proposals, including the
altcrnate of rctirement of bonded indebtedness and/or taz reduction in lieu of capital improvements . . .

In the event that the sales tax passes, the Board has no intention of resorting to additional tares
for gcneral operating purposes in the foreseeable future.” ‘

Some suggestions for capital improvements are constructing a fire station on the east side of town,
improving our street system for traffic flow and safety developing our recently expanded parks system,
rehabilitating the Old Post Office for City Hall purposes.

THE CITY SALES TAX is the best type of tax availoble for earning the amount of money needed. High-
er income persons buy more and thus p2y more tax. Lower income persons pay less tax yet have the full
‘advantage of good fire and police protection, good sireets, parks, recreation, library, etc. The sales tax is .
broad based. Everyone pays, even those living outside the city who buy here and use our many city fa-.
cilities. {(Businessmen in Joplin, Mo. say that passing this tax has coused o “business boom™ in their town.}

WE AGREE — A PENNY WILL DO THE JOB. INVEST IT WISELY IN SOUND LOCAL
- ~ FINANCING. |

~ VOTE TOMORROW FOR THE Tc CITY SALES TAX.
Paid for by !h%ol hﬂ?dml th Dxrecm—Emcst I._ap’f'tstrr. J’o!m Todﬁ. Paunl Noland. A! Hcgbes. Marion Ortoa. Rnss?eﬁ

Purdy, Morris ‘ :
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APPENDIX 2

CAZ YOU AFFORD T0 SIT BACK ARD
LET THIS HAPPEN?

The proposed 1% sales tax is intenfionally designed to most

h{ affect you if you are among the following

L middle class working people

2. lower income people

3. students

4. refired people on fixed incomes

- #f this sales tax passes, a refired widow barely existing on social
‘ security will pay (proportionally) more taxes than someone |

who earns more than $25,000 per year. -
That is disgusting and immeral!
Let's put on end to this unfair and disproportionate form of tex.

|

* VOTE H0 SEPTEMBER Sth

Politfcal Ad paid for by the ¥W Arkancas Joint Labor Council, Rex Wright, President

{

|
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COMMUNICATING WITH ARFA NEWCOMERS
Gerald Crawford, University of North Alabsma

ABSTRACY

Communication and marketing are closely dependent om each other.
As 3 matter of fact, tha promotion arei uf parketing is considered to be
primarily a commumicatiocn fumction. This paper deals with a bank's
effort £o improwe its marketing program by effectively corewmicating with
managerfal and professional newcomers to the Florence, Alabama, aves.

A study was done to determine if a vell designed commmication
program 1is helpful to newcomers as vell as profitable to the bank. An
effort was made to determine whar newcomers are concerned ~bout, what
services the bank could dffer, and viat effect this prog:i -4 would have in
terns of new buzimess. The evidence shows that the program has been an

ovexvhelming muccess.
L TRODUCTIION

. Communication pervades all areas of businmess. It would be d1ff1-
cult, in fact, to imagine sany kind of interpersomal activicy which does
not depend upon cowmunicatfon in one form - T another,l To carry this even
further, communication can be viewed from . micro level. This is called
intrapersonal avalysis and the focus 73 upont individual behavior such as
observing, probles solving, thinking, ~- seeking csasvmable Snformation.2

In the acsdemic world, communication as a discipline is generally
cgnsidered to be & part of the masagement curricylum. This is probably
as good a place as any, but {f is faportant to understand that the very
cote of all business actfivicy depends on effective commmication. The
marketing area fs certainly wuo es¢zeption.

This paper desls wich promotion, which is one of the ingredients
of the markeling mix. Actually, prowotion consists of three separate and

191111an V. Haney, Commntestion sud Organizatfomal Behwyior,
Richard D. Mr Inc,, Homewoond , qu| 1973, P. 1.

Les Thayer, Gommunicatfon amd Comsunicatfon Systems, Richard D.
Xndn. Inc., Ronevood , 111,, 1968, [ : ) 30,
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is

distiact groups of activities. ‘rbﬂt:re d"e" l"&, Eﬂilz'fa“d 531‘5{
promotion. Promotion is comsider ﬁte‘% (2 ;%W ¢ e
marketing. It {s buile areund a 5 ane Of i es
to present a company, its products’s o A 044 € s s Mbs.a

Background
che £
This research centers os 0";1 Ay of pl\-" T TYogr % z
a large and successful bank located Y Nao? 5 bygines

building effort involves Qmicaﬂm "xdv ”rﬂ nvtﬁ 'afn’a pafP"’e
is to provide information and 399:: i‘ hﬂ‘ ?; Sa g A
people before they move into the lz that? Yoy g

real service to future residents, ‘be i\ i,g:iln ﬂ::;‘l grion
to acquire the newcomers' patronagf %Q e £ Lo 5 0’? ‘ﬂ" £
following pages describe the progr?® 1n &rrf"ﬂ t‘u a e 4 prie
analysis of its effectiveness.

#CCep P facuy gi‘m
Last year, this reseacvcher Red X» ¢ ¢be
Untversity of North Alabams in FLorfoe. m”““ ’Q\fa’;’:ﬁe:‘ of makine
the mowe, finding housing and scho? ;-hq \j}‘” 7 “\gﬂzf ache
typical state of memtal discomfort- e:k! al‘?.; ; 408
position, but several months prior £ l"t :ﬂ"";,',g 1:*50"‘ gend 1“”
letter arrived from a bank in che 72" &;% ge“; ef St ool 8 VAT
velcome to the srea and offered 5'—"":1 \xgjd"‘b',nk Vs F f,,lf“ld po? of
sidly make the move easter. 57100 ¢be .u!;.Q £ %o to NecksEl
information about the area and P 1!\ “ the 10c?
nevspaper. The latter said, "Plea" % ‘o ”&g ‘\gté e e;\' q

you have or if there 1s anythiang {vey Xer-
There was no sales presentation or ”‘d"“‘ti"" of hl%en »ot ““

"As 1t turned out, the lady ‘b:t b ”’ﬁ;e: e 1’“:: Vg griendly
and helpful. She ansvered many Q“"‘t:"\ a8 “tt ‘w to tﬁu’ﬂe
the worry regarding the new ares o, ‘; vé: e gpe nk \'\s con
Pleted, three accoun;l were "am::ﬂ;‘ 1)" oy f“\ndcb‘ oy ’d‘"‘
&oon learned that other nev facult 'y v
sape attentfon. It became clear ‘p:h‘ sal nt:l\mf”’ “an, Py arently,
an effective and mutually beneficlal © g0 Aedy”

Banks and Marketing

125 N a8
Marketing 1s comparatively o 1y hf R gpdv® e VAT
mot uactl the 960's chat banka beps? Sfoycinf L, foyywitl Tl pogects
ples of the marketing concepe.é Ind® Cs w“;,;.l“ UL s £C00
thaz refuse to assume an alert pﬂ‘!“t 1“ ad? p{pgb‘ \ 5° r .::‘ T Lot
and even in selling their services. ony ® nor# wu%\ﬂ'@ ‘,,,,‘ma SO
however, realize that they are jike Sthef N, v Bave

. R
33anes ¥. Engel, Hugh C. "’1;’ N ‘h,;tﬂ “'Qs‘ﬂﬂ w
Strategy, Richsrd D. Irwin, Inc., 17 12
blla

4inerican Institute of ﬁlﬂk"ﬂsa a\nk

\u/faw/a" Qﬁ\ @}tﬁ’sﬁﬁo
The American Bankers Associatiom, 194



thing thar must be sold. Conseguently, if they are not successful 12
reaching and commumicating with 4w or existing customers, they are
destined nor to reachr their full potential. The major force that 1%
bringing change to the industry is the appezrance of aggressive new
banks, savings and loan assoctations, and credit uwnions.

Banks, generally, are making better use of advertising, pub” P
ldcity, and sales promotion. The personal selling ares has mot Wﬁc
videly used, however. It is true that some banks have instituted of5 S
call programs, but the :hrust has typically been one of mairtaining
friendships® in the commmity. The term "selling™ is not videly M;ﬁd
among bankers, especially among the older and less progressive ones- t
would appear that baskers meed to be made aware that "selling" 1s n’ﬁ:‘
ugly word. S$elling is nothing more thaa explaining how a bank can #°. %
problems for people. The emphasis should be on selling through s ~3

The bank that ig involved in the present research has develﬂf’e:
a sound prograam of selling through service. 1In essemce, the bank aﬂd ta
newcomer program helps solve moving prablems and reduces worry. Ih“;h:Ql\
vice is targeted toward “substantial® rew residents. The reason is ba
the program 1s expemsive. . .so expensive, in fact, tuat 1t would pr? hl\r
be prohibizive if all newcomers were handled in the sase manmer.. ’; oy
scale profile of these new residents means more potemtial in terms 9% Q‘\
£10w and in their expected later influence in business and commmity,™ 5™
ters. This group could rightfully be considered opinism leaders, an"o t
is likely that they will later be instrumental ir passing product 1ﬂt ™a.
tion alonz to other potential customers.b

THE NEWCOMER PROGRAM AND ITS EFFECTIVEX:RS

Ve,

The u.wcomer program is headed by an attractive, trellfeducali‘d
voung businesswoman. Each wesk, she makes persoual calls on al] are?
plants, major suriress2s, tbe University, and the Chamber of Commerc®’
Fhe purpr<2 %3 tu obiaiu the names of management and professfomzl Pe 51\:
that will t: xviay {sio the four-city Muscle Shoals regional ares.

then initials ¢ contact v’th the parties through letters and an occal“’h':l
telephone c¢:li. The next step 18 to establish personal contact.with ‘e\
newcomer afd Tzanlfly immediately upon arrival in the area. A bank rep*
seatative tcen provides a vell-planned tour of the city, painting ouf e
churches, schools, hospitals, shopping areas, and dther points o¥ 1nc®” el
Addirional services iuclude helpiug to locate housing, handling wtils®”
installations, assisting in school registration, and other matters.

HReginald C. Mclugh, “"Sales Trafning—A Teol for Sales Managf® T t.%
Basdk Marketing, Vol. 6 (September 1974), pp. 23-27.

bWayne M. Delozier, The Marketing Communications Process, McG¥*“™
]uxl’ lm" 1976' p. 160. ! - o
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6 perceny rated friends as "most important"
5 Percent rated the Chamber of Commerce as
‘most jmportane”
2 percept rated the Welcome Wagon
anizartion as "most {mportant®

Respondents were asked, “Can yo.. tell me where you opened a bank
accovntin

76 percepe said “the sponsoring bank"
14 percent said "Competitor B"
5 percene said "Competiter C"

sel R&sponde“‘: Were grouped by bank and asked, *“Can you tell my why
you Selectey that bank2w

Anopg customers of “the sponscring bank"” (37 observations)

. 71 percenr specifically mentioned the
ReWwcomer representative
12 percent said "friends recommended it
12 percepe said "good location"
5 perceqne said *no reason"

a

Angyg Competiror "B" customers, (7 observatjons)
57 petcene gaid "good location™
14 perceny said "friend’s recommendation”
14 percent said "a Yetter from a Vice-
Presigent just prior to the move”
Asong Competitor “C” customers, (3 observations)
66 Pefeene gaid “free checking account™
33 percent said "a personal visit by a
. Vice-president after the move”

Regpgpdents Weru jyxed, "On a scale of one to five, how do you like
the FloTence and Muscis ghoals Arca?”

Aﬂbng customerg of che Spomsoring bank, the arithmetic mean was 4.6
Anons customers ¢ coupetitor “B", the aritimetic mean was 3.2

Among customers of competitcr “C", the arithmetic mean was 3.4
SUMMARY AND CONCLUSIONS

Two yey factors appear to be important in the success of tlie pro-
gran. Fit'gt"gatly tongact £5 essential. If the bank waited too long ar
until the noye was Made, thete Would be several other groups “anxious" to

a0
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help- The goal should be to reach the newcomer as soon as possible in
order to beat the crowd of real estate agents, Welcome Wagon hostesses,
other banks, and insurance agents. The real value in early contact is
that Worry or mental dissonance is reduced during the usual period be-
fore the move. -

A second faétor that seems important in this program is that
po Preéssure is brought to bear on newcomers in terms of opening accounts
at the spopsoring bank. It is likely that the effort seems more geniune

.. and altruigric whenm it is not combined with a "sales talk."

Voluntary comments Uy respondents indi{cated that geniune interest

before the move was sincerely appreciated. Several respondents said, "I

would have felt guilty for opening a bank account with a competitive bank."

There is a strong indication that the newcomer representative's
eff.orts ayre definitely related £o success in acquiring influential new
account, 1r {3 interesting to note that 71 percent of the sponsoring
bank's new customers attribute the selection of # bank directly to the
represSentay¢ive that worked with them. Very frequwenrly, the respondents
remembered her name even thougk it had been several months since the
contact.

It appears significant that, among newcomers szlecting a compet-
izive bank, the two chief reasons were (1) "good location", and (2) "rec~
ompendation of friends." ("Free checkiug accounts” is probably not sig-
nificant pecause of the smailer number of observations.) These two reasons
can reéasonably be considered valid. It would seem that little can be done
proootionally to argue with this reasoning. It would be virtually impos-
sible to have a "best location" for every resident and to have everyone

" in town ag a "good friend."

A 1ast and iuteresting observation is that the sponsoring bank's
customers gpem to be more "happy with the area' than do competitor's
customery, r1¢ 18 entirely possible that the friendly, genuine, and help-
ful effort yefore and during the move cauld be related tc a more positivre
predisposit{o:; than would norxally be present.
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MANAGEMENT TO MANAGEMENT COMMUNICATION

David N. Bateman, Southern Illinois University at Carbondale
ABSTRACT

Institutional communications, involwing information about the
institution--the company, are important to managers. This research
identifies the institutional communication needs of managers. The
analysis reveals how those needs change as the managers' vertical and
horizontal positions change. The managers' position in the vertical

‘hiergrchy makes a difference 3 what the organization should communi-

cate to them. Horizontal (or functional) differences are also identi-
fied among accountants, engineers, manufacturing personnel, marketing
managers and support staff. Many organizations provide their blue-collar
employees with infermation, but white-collar employees are often ignored.
The evidence revealss that there is much that companies should be doing
in ingtitutiag effective white-collar communications.

INTRODUCTION

What are the communication needs and interests of managers? Do
these needs and interests change as the mamagers' vertical and horizontal
positions change? Gener ally, nanagement-to-management communications
are agsumed to be adequ.:e in most organizations. Therefore, white-collar

communications are rarely studied.l

The term "employer~to~employee communications™ creates the picture
of the white-collar manager transmitting information to the blue-collar
employee. Companies have established vehicles fo§ relating basic insti- *-
tutional communications to blue-collar employees.¢ But, company communi-
cations to managers are often’ignored. Institutional communication refers

lTwo researchers who have studied white-collar communications are
J. M. Jackson and K. Davis; see, Jay M, Jackson, "The Organization and
Its Communications Problems," SAM, Advanced Management Journal, (February,
1959), pp. 17-20, and Keith Davis, "Management Communication and the Grape-
vine,"” Harvard Business Review, (January-February, 1953), pp. 43-49.

2y. Sigband clearly identifies downwawd communication media; see,

Norman Sigband, Cemmunication for Mana t and Business (2nd ed: Glepview:
Scott, Foresman and Company, 1976) pp. 37-40.
93 | ]
/1



84

not to technical information employees need to satisfactorily complete
their task,3 but to basic information about the company-—the institution.
If managers are not informed on institutional topics they will not feel
as part of the "management team." As a result, they will be forced to
hedge on basic topics, avoid questions, provide incorcect iznformatiom,
and be noncommittal in their dealings with their subcrdinates.

In 1974 an extensive c¢ommunicatior audit was conducted for a
large Midwestern manufacturer of heavy machinery. ‘The study focused
on the firm's headquarters joration where approximately 1,700 blue—coliar
and 375 white-collar personnel were employed. The purpose of the research
was to determine the effectiveness of the firm's management-to-management
institutional communicarions.

BASIC MANAGEMENT PRINCIPLES RELATING TO THE PROBLEM

There are two principles relating to managerial communications.
One, Henri Fayol identified fhe chain-of-command (scalar principle) in
manufacturing organizations.” The chain-of-command permits vertical
movement of information through the firm. 7Two, Chester Barmard indi-
cated that a basic principle of management was communication so that
manager:® could be informed, make reliable decisions and be involved.5

These two principles (involving organization linkage and infor-
mation} form a very definite chain-of-communication concept. If the
manager's information needs are not satisfied the manager is rendered
less effective on the job; if the chain-of~communication series is

..broken among the.white~collar.employees.much.information.may never.......

reach other employees in the organization.

3L~ Thayer has precisely defined task-oriented communications
as "managerial comrunication." Managerial communication is datum dis-
seminated or cor: .J iu the performance of a task. See, Lee¢ Thayer,
Communication Sy. ..~  Homewoed: - Richard D. Irwin, Inc., 1972), p. 103.

4"[The chain-of-command or scalar principle is] the chain of
superiors ranging from the ultimate authority to the lowest ranks. The
line of authority 15 the route followed--via every link in the clain~-by
all communications which start from or go to the ultimate authority.
This path is dictated both by the need for some transmission and by
the principle of unity of command, but it 15 not always the swiftest.
It is even at times disastrously lengthy in large concerms, notable
in governmentsl ones." Henri Fayol, General and Industrial Administra-
tion (New York: Pitman Publishing Corporation, 1949}, p. 1l4.

3Chester Barnard, The Functions of the Executive (Cambridge:
Harvard University Press, 1938),

91



-85

RESEARCH METHODOLOGY

The company sturdied had a management communcation vehicle called
the MANAGEMENT REPORT. The REPORT's publication schedule was spasmodic,
but it was delivered about six times a year to salaried employees at
werk. A questionnaire was attached to one issue; 46% or 172 were returned
via the firm's internal mail system. The instrument was designed to per-
mit easy conversion of the responses to computer cards for amalysis by
SPSS (the computer package, Statistical Package for the Social Sciences).

The instrument, besides soliciting demographic data (e.g., age,
education, primary management responsibility area and level of manage-
ment), asked the white-collar managers to indicate their interest in
tuenty-two different topics on a scale of "1" no interest to "7" great
interest. (For list of the twenty-two topics, see Appendix A--Overall
Topic Rankings by All Managers.) The topics were selected after review-
ing the REPORT and meeting with selected mapagers.

RESEARCH RESULTS

The results are analyzed in four ways. First, an overview of
the information managers wanted compared to the status quo is presented.
Second, the ranking of topics by all managers is noted. Third, the
interest fluxuations dependent upon the managers’ vertical position are
presented. TFourth, the interest fluxuations dependent upon the managers'
horizontal position are analyzed.

HUNGRY MANAGERS

The managers' responses to questions about the current publica-
tion revealed a somewhat favorable attitude tgward the REPORT. Managers
indicated the REPORT was "good," that it was "'sometimes'" helpful" and
the "information in the REPORT seemed current.

Although the managers appeared satisfied, when their responses
to the topics were analyzed they actually were starved fer information.
Amgpg the twenty-two topics, 17 received modal ratings of "7." That
is, 17 topics were of great interest to the managers. ‘The analysis of
previous issues of the REPORT clearly indicated that most of these 17
topics had not been emphasized nor mentioned in the publication. There
was an obvious vommunication gap.

The five remaining topics were important for they revealed the
subjects in which managers had considerably less interest. (See Table 1.
Topics with Less Than a "7"~-Great Interest Mode.)
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TABLE 1

TOPICS WITH LESS THAN A "7'"-—-GREAT INTEREST MODE

At 17

17 Supervisory Promotions at the Co. 4 4.81
19 Activities at Other Co. Locations 5 4.65
20 Executive Promotions 5 4.49
21 The Co. Savings Bond Drive 1 3.G7
22 The United Fund at the Co. 1 2.89

TOPIC RANKINGS BY ALL =%4AGERS

It is recognized that there can be differences among managers.
But, when combined, a general thrus: foy what they feel is important cam
be determined. The topic rankings by managers combines all white-collar
employees and reveals a cumulative s@=zti for each topic. (See Appendix A.
Overall Topic Rankings by All Manszers.) The individual topics as ranked
by all managers appear to fall into seven identifiable categories:

N o __General Financial-Sales B [topics ranked 1 - 5] .
External Market Factors [topics ranked 6 - 9]
Internal Operations [topics ranked 10 - 12
Detailed Financial Data - Etopics ranked 13 - 16]
Specific Internal Items topics ranked 17 - 18
- Company/Corporate Abstractions [topics ranked 19 - 20]
Societal Issues {topics ranked 21 - 22]

It appears that overall, they want information on the firm's financial
standing and alsc on thuse factors external to the organization. These
are 1tems that directly affect the firm's progress and thereby the
managers' future.

RANKINGS BY LEVEL OF MANAGEMENT

It was assumed that the firm had five levels of management; on
the questionnaire the respondents were asked to indicate where they
viewed themselves on a five-level scale:

first-line management,
middle management,
top management.

1
3
5
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The rankings of the topics were analyzed by the managers® levels. Managers
revealed vhat was important to them at their particunlar level within the

organization. (See Appendix B. Managers’ Rankings by Managerial Level.)
Some Specific Topics by Level

At all levels, except for the very top managers, there is a strong
interest in profit information [1]*. It can be assmmed that top manage—
ment have profit information readily available and therefore are mot
interested in seeing it reported in 3 formal commumication. At the upper
levels there is a strong interest in the president’s thoughts [2], but
the first-line managers are less interested. First-line managers, how—
ever, want information on competition——company sales compared to competi-
tion sales [3] and news of the competition [9). Managers above the first-
Y¥ipe are relatively less interested in information concerming the competition.

Top management are much more interested in union issues (company
stand {7] and industry demands [16]). than other managers. The engin
11 progression is one of the clearest. Engineering refinements seem to
be more important to those most directly affected. As one moves farther

avay from the tamgible first-line, interest plummets. Xo one is enor—
mously interested in management concepts [12]); but, there is more interest
among lower lewvel managers than at upper levels. This {s probably attri-
butable to upper level managers having more formal educatiom and thereby
being better informed on concepts of management.

The difference in managers by levels is clearly indicated on
the corporate news [15] topic. This firm is a subsidiary within a con-
glomerate. The firm's top managers are interested in corporate news—
but, Iinterest diminishes among lower~tier managers.

There {s cousiderable unanimity on the topics of supervisory
promotions {173, safety SIB]. activities at other locatioms [19],
executive promotions {20], U.S. bonds [21] and the U.F. drive [22].
fegavdless of level, managers are not interested in these topics.

MANAGERIAL LEVEL IMPLICATIONS

There are at least two implications revealed in the da%a, PFirsc,
managers are different, have different communication vants and .eeds,
dependent upon wvhere they are in the vertical organization. Second,
managers, if they are to maintain the communication chain, must transaic
more than information that interests them. Uhat interests a fourth-tier
manager can be substantially different from wvhat {nterests a first-line
sanager. It appears that institutional comsunications with managers may
necessarily be wore diverse than institutional communication with

blue-collar employees.

*Topic's overall rank in bracket [ ].
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- RANKTING BY RESPONSIBILITY ARFA

The managers were requested to identify their major function or
primary responsibility area—that is, vhat kind of management assignment
did they have? Managers could place themselves in one of five possible

responsibility areas: -

1. Financial/Accounting,

2. ProductionfManufacturing,
3. Marketing,

4. Engineering, and

5. Support Staff.

1t has been established that the managers’ vertical level in the organi-
zation influences what information is important to them. By analyzing
responsibility areas it can be determined if the horfizontal functional
area influences whar kinds of information are important to managers.
(See Appendix C. Managers' Rankings by Responsibility Area.)

Functional Interest

For managers in Production/Manufacturing, Marketing, and Engi-
neering, there were specific topics relating directly to their function.
It is not surprising that managers working in these functional areas
ranked the related topics highly. {[Production/Manufacturing managers
ranked “production procedures™ = 3; Marketing managers ranked “marketing
procedures™ = 3; and Engimeering managers ranked “ergineering develop-
ments” = 3.] However, the managers in the Finance/Accounting area did
not seem to have a strong interest in topics related to their function.
{Accounting managers ranked "company profits® = 5; “profit centers” = 13;
and “compary billings" (cash flow) = 17.] This could be attributable to
these managers working regularly with financial informatiom.

Unanimity

The analysis by functional area indicates some unanimity at the
top (company profits [1]) and bottom (U.S. Bonds [21] and U.F. Drive [22])
of the rankings. Regardless of functional responsibility, managers feel
company profit information {s important and that irformation on the firm's
U.S. Bond Drive and U.F. Drive is unimportant.

Safety Progression

This firm had a very active ongoing safety program. Although
none of these managers would have an actual "hands-on™ relationship to
the production process, it is ipteresting that the closer managers are
to actual production, the greater their interest in safety. [Accounting
managers ranked safety = 20; Engineers = 18; Production/Manufacturing

Managers = 14.]
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RESPONSIBILITY ARFA IMPLICATIOSS

Managers are a very diverse group. It is obvious that the
mapagers’ jobs influence what is important to them. To attempt to create
an institutional commumication to serve all managers by responsibility
area would be impractical. But, the division heads for the various
functional areas can uce these data to better understand what kinds of
information should be routed to managers working in their respective
functional areas.

CONCLUSIONS

If this firm is representative of other companies, there 1is evi-
dence that white-collar managers are hungry for information and companies
may not be addressing the institutional communication needs of their
vhite-collar employees. Recently there has been talk of the *blue-collar
blues.” Some companies have attempted to take the ™blues” out of the
blue-collar job by bettering their commmnications with these employees.
Bat, regardless of how well the company communicates with the customer,
the community and the blue—collsr employee-~if the company is ignoring
and pot communicating with its fellow management, the organization cannot
sustain itself indefinitely. There is a danger that managers at different
levels and managers of different functions may become isolated from the
company’s basic objectives. What has previously been treated as solely
a blue-collar problem—the "blue-collar blues™—may become a phenomenon
of managers and unfortunately leave a rather distinctive ring around the .

white-collars of managepent.
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i APPENDIX A

OVERALL TOPIC RANKING BY ALL MANAGERS

Topic

Company's Profits (and losses)
Company President’s Thoughts on
Business Outlook

Company Sales Compared to Compe-—
tition's Sales

Company Bookings (orders)

New Production Procedures at the

Company

Company Sales Forecasts
Company Stand on Union Issues
The Marketing of the Company's
Products

The Company Competition

Company Profit Center Analysis
Engineering Developments at the

Company
Management Concepts (how to be

a better supervisor)

Industry-Wide Business Outlooks
Company Billings (cash flow)
Corporate News

Union Demands Within the Industry

Supervisory Positions at the Company
Safety
Activities at Other Company Locations

Executive Promotions at the
Corporation

The Company U.S. Savings Bond Drive
The U.F. Drive at the Company

100

Mean Managerial Interest

6.10 —
5.72

5.58
5.56

5.50

Fimancial
Sales

External
Market
Factors

Internal
Operations

Detailed
Financial
Data

Specific Inter-

nal Items

Company
Corporate

Abstractions

Societal
Topics



12.
13.
14,
15.

160 N

17.
18.
19.
20.

22.

APPENDTX B

- MANAGERS®' RANKINGS BY MANAGERTAL LEVEL

Topic
Co. Profits
Pres. Thoughts
Co. Sales to Compet.
Co. Bookings (orders)
Production Procedures
Co. Sales Forecast
Co. on Union Issues
Marketing Co. Product
Co. Competition
Profit Centers
Engineering Develop.
Management Concepts
Industry Bus. Outlook
Co. Billings
Corporate News
Intry. Union Demands
Supervisory Promotion
Safety
Activ. Other Location
Co. U.S. Bond Drive

Co. U.F. Drive

Level 1
1
7

2

12

wi

11
13
17
16
15
18
20
21

22

Level 2
1
3

10

0

O\\IQNGBUI

14
18
16
19
17
21
22
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Level 3
1
2

NOWwYw L o

10

=)

13
13
16

18
19
17
21
22

Level 4
1

13
20
15

10
17
19
16
12
22
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Level 5
6
1

12

10

13
14
15
i7

16
19
11
21
22



10.
11.
12.
13.
14.
15.
16.
17.
18.
19.
20.

21.

. 22,

APPENDIX C

MANAGERS' RANKINGS BY RESPONSIBILITY ARFA

Co. Profits

Pres. Thoughts

Co. Sales to ( wmpet.
Co. Bookings
Production Proc.

Co. Sales Forecast
Co. on Unisn Issues
Mktg. Co. Product
Co. Competition
Profit Centers
Engineering Develop.
Managewment Concepts
Industry Bus. Outlook
Co. Billings
Corporate News
Intry Union Demands
Supervisory Promotion
Safety

Act. Other Location
Exec. Pro. at Corp.
Co. U.S. Bond Drive

Co. UF Drive

FA Prod/Mfg Mktg Eng

5 1 1 2
1 2 6 9
9 8 2 b
14 4 3 11
6 3 13 ]
19 7 7 8
1 6 17 5
8 12 3 13
9 13 5 4
13 11 8 7
16 9 11 3
7 5 12 17
18 9 9 11
17 14 . 10 16
3 17 14 15
14 16 19 10
9 18 18 19
20 14 20 18
4 19 16 14
9 20 15 20
21 21 21 21
22 22 22 22
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14
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AN EXPERTMENTAL APPROACH TO TEACHING FACTORS OF LEADERSHIP EMERGENCE,
MORALE AND EFFICIENCY IN SMALL GROUP COMMUNICATION NETWORKS

Otis Baskin, University of Houston at Clear Lake City

ABSTRACT

— 8 es Cmmr @ -

The present study is an experimental approach to teaching
factors of leadership emergence, morale and sfficiency in small group

- communication networks. This method has been found effective in

allcwing students in organizational communication classes to concep—
tualize some of the more abstract principles of small group communi-
cation from their own experiences. Data are generated from centralized
and decentralized problem-solving groups to illustrate the effect of
network patterns on group process.

PROBLEM

Many researchers in small group commmication have reported
findings which geem to establish a positive corrflatiod’betweenwleader-
ship emergence and degree of network centrality. Specifically it has
been reported that a leader emerges in a"wheel network more often than
in chain or Y networks and that leadership emergence is more frequent
in these three patterns than in a circle network. General support has
also been found to indicate a negative correlation between group member's
satisfaction with their experience and network centralization.? Again
Shaw has found that decentralized communication networks are usually
more efficient in the solution of "complex problems" than centralized

groups.3 i

1M, E. Shaw and G. H. Rothschild, "Some Effects of Prolonged
Experience in Communication Nets," Journal of Applied Psychology, 1956,
40, pp. 281-286.

2. J. Leavitt, "Some Effects of Certain Communication Patterns
on Group Performance,' Journal of Abnormal and Social Psychology, 1951,
46, pp. 38-50.

3M. E. Shaw, ''Some Effects of Unequal Distribution of Information
Upon Group Performance in Various Communication Nets," Journal of Abnor-
mal and Social Psychology, 1954, 49, pp. 547-553.
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Based on the above findings the present study scught to esta—
blish the effect of seating arrangement on leadership emergence, morale
and efficiency in small group problemsolving situations typic®l of
those used in teaching small group communication. The task of applying
theory and research to the classroom setting is a problem which contin-
ually faces the teacher of commumication. Principles which may be dis-
cussed in the abstract often become vague and confusing in application
to practice., An experimental approach was adepted as a vehicle for
illustrating these basic principles of communicatiop in a classroom
setting. Three hypotheses were selected for testing®:

1. A leader is more likely to emerge in a centralized
commnnlcatigp network than in a decentralized network.

2. Group members have higher morale in decentralized
than in centralized communication networks.

3. A decentralized communication network is most effi-
Kéb';‘ cient when the group must solve complex problems.

Leadership was defined as the person whose participation was most help- .
ful in the group's accomplishment of the task. Morale was operational-
ized as the mean rating for each group of individual responses on a 5
point scale ranging from satisfied to not satisfied. Efficiency was
Judged on the basis of time required for task completion and correctness

of result.
METHOD

Students in organizational communication classes were randomly
“divided into groups of five subjects each. Total subjects for the study
consisted of 105 students in 21 groups. This was dope as the first group
communication exercise to avoid any established. leadership patterns. The
groups were separated in a large classroom so that conversations could
not be overheard between groups and the chairs were arranged in the pat-
terns of a "Y", a '"wheel", and a “concom" (Figure 1). Group members were

FIGURE 1

Group Patterns

nyli ""heel "Concom'
X
X % X X X e X X
X < Xy X X
X

4M. E. Shaw, Group Dynamics::. The Psychology of Small Group Be~

havior, New York: McGraw-H{ll, 1971, pp. 137-153.
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assigned to positions at random in the centralized and decentralized
networks and instructed not to move their chairs. No group leaders
were appointed by the imstructor. -

Shaw defines a "complex problem" as one in which “information
must be collected in one place and operations must be performed upon it
before the solution can be known".J To meet this criterion a mathemati-
cal problem was selected (Appendix A) which used nonsense words to re-
present units of time, distance, and speed.6 Inforuation necessary to
solve the problem was typed on 26 cards and randomly distributed to group
members so that each subject would have only a portion of the information
needed. The subjects were instructed to retain in their possession the
cards that had been distributed to them at all times and to share the
information only in an oral manner. Each group reported directly to the
experimenter when a solution had been reached which was satisfactory to
211 group members. The solution decided upon and the time required for
completion were recorded by the experimenter. The groups were told at
the start that only 20 minutes would be allowed for completion of the

task.

The present study differed from previous research concerning
these hypotheses in that normal classroom conditions were used. No phy-
sical barriers were used to direct the flow of commmication. Subjects
were free to communicate verbally and nonverbally with all other members
of their group, with only the arrangement of the chairs establishing
network patterns. Due to this factor it was mnecessary to use the "con-
com" pattern for a decentralized network rather than the "circle" used

in some studies.

At the conclusion of the experiment each subject was asked to
complete a short questionnaire to determine his perception of who emerged
as the group leader and his personal degree of satisfaction with the ex-—

perience.

RESULTS

Analyses of the data appear to indicate that the mere physical
arrangement of positions in small groups has an effect on leadership
emergence, group morale and éfficiency. Table 1 summarizes the leader-
ship emergence data obtained from the questionnaire (Appendix B). The
first hypothesis, that "a leader is more likely to emerge in a central—
ized communication network" can be illustrated by the greater number of
leaders identified in "concom" (decentralized) networks compared to the

51bid.

6G. Meyers and M. Meyers, Instructors Manual for: The Dynamics
of Human Communication, New York: .- McGraw-Hill, 1973, pp. 60-62.
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"y" and "wheel" (centralized) patterns. Both centra;ized networks aver-
aged 2 leaders across all groups while the decentralized pattern produced
a mean of 3.57 leaders. : -

.TABLE 1

Number of Leaders Identified Per Group

Networks

Groups nytt "Wheel" _ "Concom™ , P
1 2 2 4
2 2 1 3
3 2 2 4
4 3 3 4
5 3 2 4
6 .« 1 2 3
7 1 2 3
Net. Means , 2.0 2.0 3.57

Group satisfaction scores (table 2) were obtained for each group
by summing the satisfaction ratings of each subject. Lower scores indi-
cate less satisfaction with the group experience and higher scores indi-
cate greater satisfaction. The lowest possible group satisfaction score
was 5 and the highest possible score was 25. - Again a trend can be ob-
served which indicates a lower degree of satisfaction for members of cen-
tralized groups and a higher degree of satisfaction for subjects in de-
centralized networks. Network mean scores ("Y" = 14.57, "wheel" = 18.85,
""eoncom" = 23.0) indicate a trend of progressively greater satisfaction.
One tailed t tests were conducted on the difference between network mean
scores (table 2). Non-significant results were obtained for the means
of the two centralized patterns indicating no significant differences
between the satisfaction ratings of these groups. However, significant
results were obtained when tests were conducted between the‘decentralized
network mean and the means of each centralized network.  Both comparisons
yielded an increase in satisfaction for the decentralized network that was
significant at the p<.05 level. These results are in agreement with the
second hypothesis: "Group members have higher morale in decentralized
than in centralized communication networks."
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required to reach a decision and corvectness of decisions the results of
- the preseat study agree with the cthird hypethesis.

TARLE )

Tine Required for Deciuion®

‘:m: ot ff “Wheel” *Concon"
1 26 22 13.8
: 10 16
i | 22 13 L]
4 2 13 7
] ] 10 1
' 21 7 14
? 1s i0 10
Jret. Neae  wn 12.28 19.
*Tine indicated in uinutes
TABLE 4
Quality of Deciaton®
fcreeps - “Whoel® "Concon®
) - - r's
2 - + *
3 + * *
& * * +
b 1 + + *
& - * -
? + + 4
r
L.n cortect 4 L 7
M acorrect 3 1 0
L ] errect
p rgposidl 110
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DISQUESION

The results described above have bees used to fllustrate the
affects of communtcation network structure in class discussions of re-
1ated topics. This method has besn found effective im alloving comsoni-
cation students to conceptualize some of the principles of small grouwp
commmicarion from thelr own experiences. Class discussive of tabulated
data siaflar to those preseated here helps to focus attentios on the
esergences of lesdership, growp motale and efficlency is the various met-
works. Discussion of the tremds which appesr to isdicate a progression
of ceatralizatios are of particular value at this stage. In each case
the poorest overall performance is isdicated for the very hierarchisl
"I setwork. Students readily recogaise the relatfonship of this met-
work to a hieraichial orgamisetion chart and sre sble to discuss the
effects of filtration and fsclation fm hierarchial orgamisaticns. The
relatively improved perforsance of the “wheel” snd "coscon™ groups pro-
vide the basis for & messingful discussivs of the sdvantsges of more
participative decision-makiag techatques.
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APPENDIX A
Problem-Solving Task Instructions*

Pretend that lutts and mipp€ Tepresent s new way of messuring
distance, and that dars, vors, and mirs represent a new way of wmeasuring
tise. A man drives from Town A through Town B and Towm C, to Town D.

The task of your group is to determine how many vors the eantire trip took.
You have twenty sminutes for this task. Do not choose a formal leéader.

You will be given cards containing information related to the
task of the group. You may gshare this information orally, but you must

keep the cards in your hands throughout.

PROBLEM SOLUTION DATA: Printed Cards
to ba Distriduted Among Croup Members

Howv far is it from A to B? It &8 4 lutts from A to B,

How far is 1t from B to C? It 1is 8 lutts from B to C.

Bov far s it from € to D? It 18 10 lutts from C to D.

What s & lutt? A lutt 1s 10 mipss.

Vhat is a mir? A mir 1s a vay of measuring time.

Bow nany mirs are there in There are two mirs i{n an hour.

an hour? ‘

Bow fast does & man drive The sea drives from A to B at

from A to B? the rate of 24 lutts per wor.

Now fast does the man drive The man dri7es from B to C at

from B te C? the rate of 30 latts per wor.

Vhat is a adpp? A ulpp is & way of ssasuring
distancs.

Bow saity nipps sare there in There are 2 aippe in a mnile.

a nile?

hat is a dar? A dar 1s 10 wors.

What is & wor? A wor is S drse.

Bow fast does the man drive The nea drives from C to D at

from € to DY the rate of 30 lutts per wor.

Sjdapted from: C. Meyers and K. Meyers, Instrectors Meswal for:

The Dynenics of Bumen Commmicatios, Sew York: NcOrsw-8ill, 1973,
C ppe. $0-62.
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APPENDIX B

Please ansver all of the following questions as completely as possible.

" 1. Whose participation was most helpful in the group's accomplishment
of the task!?

(more than one answer
possible)

What did he/she do that was helpful?

Whose participation seemed to hinder the group's accomplishment of
the task?

[ 2]
-

(wore than one answer
possible)

What did he/she do that seemed to hinder?

3. What feeling reactions did you experience during the problem-solving
exercise? If possible, vhat dehavior evoked s feeling of response
on your part?

4. What role(s) did you play in the group as it worked on the task?

S. 1lndicate below with a check mark your degree of satisfaction with the
group experienice.

Very Satisfied ¢ s 3 = Very Dissatisfied
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CONCEPTUALIZING PLANNED VS
UNPLANNED COMMUNICATIONS

J. E. Gratz
Pan American University
Elizabeth W. Gratz
Pan American University

ABSTRACT

Planned communication can be proved better than unplanned communica-
tion by conceptualizing this fact through involvement by students in an exer-
cise.

Students are used in groups of three and there are two groups. The
first group is given a communications problem fn numbers to solve without
" benefit of planning or feedback. The second group 1s allowed to plan a solu-
t{s5 &0 the problem and then is given feedback as the problem progresses.

The exercise proves that a planned communication systes is superior
to an unplanned system. More important the concept is retained since the
individuals are involved in the activicy.

INTRODUCTION

Planned communication is better than unplanned commmication-——at
least in 99 percent of the cases. However, the instructor who just tells
students about this and other concepts fails to use the psychology of

learning and, more important, the psychology of retention.  To conceptualize,
vhich is the essence of learning, students must de involved in the lestning

process, with the instructor acting as the initiator and guide.

To explain how an envircoment can be created to incresse the proba-
bility of conceptualizing planned vs unplanned commumication by fnvolving
students is the purpose of this article.

Importance

Nothing is mors dull or deadly to a class than to have a presentation
read in a monotonous, s3ft spoken voice. To comsumicators, the preceding
statement should be obvious, but unfortunately in a mumber of instances we do
not practice what we preach. For every communicatioa sction, we want & reac-
tion. Dull presentations will get oune reactioun--the class will go to sleep
and will oot coanceptuslize anything but fantasies in their dresms—all oo
Your classroom time. 115 E
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Procedure

Conceptualizing anything requires involvement by the individual.
Therefore, .people must be involved to conceptualize planned and unplanned
communication. First, get three students {volunteers) and have them stand
in separate corners, face to the wall, eyes closed. The directions are
these: ™I'm going to call out a number from 1 to 30. You are each to
raise a number of fingers with the idea that the sum of fingers all three
of you together raise will equal the number I call. Do you understand
these directions?"” Then, a number, such as 22, is called. Each student
raises a number of fingers. MNo feedback is given. Two or three more
numbers are called--all numbers that cannot be divided by three. Generally,
the students will not get the fingers and the numbers correct. However,
sometimes they will.

Next have three other students volunteer. This time give them time
to plan how to get the fingers to equal the number. The easiest way is to
number themselves. Student 1, Student 2, and Student 3. Student 1 will
hold up fingers for every number called from 1-10. Student 2 picks up at
'11 ané goes through 20. Student 3 comes into play at number 21 through 30.
Therefore, if the number 23 is called, Student 1 holds up ten fingers,
Student 2 holds up ten fingers, and Student 3 holds up three fingers. Some
instructors may find it simpler to give these directions to the students
either before the class begins or during class take them out in the hall
for a uinute for planning.

To go one step beyond, ask three other students to volunteer. This
time call out numbers that are divisible by 3, such as 9, 12, 15, and so on.
They will get these correct. Then you can stort the non-divisibles by three
to see how many they can get. This helps to prove the principle that those
in the same comsunication channel tend to develop the same outlook.

Conclusion

Students participating in this exercise find that the group which is
allowed to plan alvays has a far superior communication system than the group
wio is oot allowed planning time.

The group wvhich is taken through the same communication channel
{(exanple 3) will also normally have a superior communication system when
compared with the group which did no planning. A superior system id defined
as one with the most correct respouses.

Some authorities have i{ndicated that we lcarn by taste, 1XI of all we
lrara; by touch, 1%I; by smell, 3%5%; by hearing, 11I; and by sight, 83X.

Perhaps more important are the retention percentages. WUe retain 10X
of what we read, 20T of what we hear, and 30X of what we see. If we combine
seeing and hearing we retain 50X, We retain 70X of what we say as we talk;
however, if we participate in an act, the reteation rate goes to 9%0%.

Therefore, {f students are fuvolved in an activity that uses planned

and unplanned commmication they will vetain this councept. If someone just
tells them that planned communication is superior to unplanned commmicatioa,
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they may retain 202 of what is said, or perhaps only 20% of those who hear
will learr. the concept.
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EFFECTIVENESS OF ORDER OF INFORMATION IN VARIOUS
BUSINESS COM!Q?;CATION SITUATIONS

John W. Alderson, East Arkansas Community College

ABSTRACT

- This paper presents the results of three studies which in—-”

vestigated the relationship between order of information in persuasive
business communication situations and the effectiveness of those
messages as measured by responses. The situations used in the in-
vestigation consisted of a questionnaire cover letter, a promotion
letter, and a collection letter. All potential respondents in each
letter were sent a letter identical in all aspects except for the
order of informaticn. None of the three experiments produced any
results that would indicate a relationship existing between order of
information and effectiveness of responses as measured by responses.

INTRODUCTION

\

Many teachers of business communication have questioned the
importance of following a specific order of information for a certain
business letter-writing situation.  Several business communication
textbooks advocate particular letter plans for different situations.
This paper presents the results of three experiments which were under-
taken to investigate the relationship between order of information and
the effectiveness of persuasive request business letters.

RESEARCH METHODOLOGY

The three experiments conducted consisted of a persuasive col-
lection letter for a hospital sent to 469 potential respdndents, a
promotion letter of a small town department store sent tor 731 poten-
tial respondents, and a questionnaire cover letter used to survey mem—-
bers of an honorary business frateranity semt to 419 potential respon-
dents. The potential respondents in each of the three different ex-
periments were divided randomly into six groups. An appropriate per-
suasive request letter was written for each of the experiments. Each
of the six groups of potential respondents in the different experiments

- was sent a letter identicsl in all aspects except for the order ‘of

information. The letters for each of the_thtee experiments were
119
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-

constructed so that the order of information of each letter could be
rearranged to create six different coherent letters for each of the

three experiments.

The first group in each experiment was sent a letter with the
order of information often advocated by buiimess communication text-
books-~attention, development, and action.” Each of the other five
groups in each experiment was sent a letter with a different order of
information. (See Tables I, II, III in Appendix for the order of in-
formation used with each group.)

In each experiment, every effort was taken to present the let-
ters in a realistic setting. Appropriate stationery and envelopes
were used as well as conventional styles of letter forms. The Ap-
pendix contains examples of the six letters used in the promotion ex-
periment illustrating the various orders of information. As has pre~
viously beer stated, the only variable that was altered for each
group was the order of information. All other elements of the letters
including signature, type of stationery, enclosures, etc. were the
same for each group.

The criterion of effectiveness of the letters was the number
of responses obtained. The standards for a valid response from the
letters were defined and specified for each situation. In the col-
lection letter experiment for the hospital, only full or partial in-
dividual payments on accounts during a one month period, by cash or
insurance, were included as responses. In the promotion letter of
a small town department store, the criterion of effectiveness was the
number of respondents who complied with the letter in all aspects.
Complete compliance involved the respondents coming into the depart-
ment store during a two week specified time period bringing their ‘
letters with them. In the questionnaire cover letter, questionnaires
fully and partially completed, as well as responses of individuals
who did not answer the questionnaire but indicated why they did not,

were counted as responses.
RESULTS

Tables I, II, and II1 in the Appendix show the number of re-
spondents and non-respondents for each of the three experiments re-
spectively. A chi-square test was used to determine if any significant

lFor example see: Morris Wolf and Robert Aurmer, Effective
Communication in Business, 6th ed., Cincinnati, Ohio: South-Western
Publishing Co., 1974, pp. 339, 359-383. Herta A. Murphy and Charles
E. Peck, Effective Business Communication, 2nd ed., New York, New
York: McGraw-Hill*Inc., 1976, pp. 310-325, 458-461. J.H. Menning
and C.W. Wilkinson, Communicating Through Letters and Reports, 4th
ed., Homewood, Illinois: Richard D. Irwin, Inc., 1967, pp. 62, 65-

66, and 308-313.
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relationship existed between the order of information of the six
groups in each experimsnt and the effectiveness of the message as

measured by responses.

The findings of all three experiments support the hypothesis
that there is no significant relationship between the order of in-
formation of the persuasive request letters and the effectiveness of
these letters as measured by responses. As the tables indicate, the
attention, development, and action order of information, in comparison
vith the others, did not produce the highest number of responses.

Based on these findings, a conclusion which can be drawn from
the data is that no evidence was produced which would support the
concept of a particular order of information, such as the often ad-
vocated attention, development, and action order, as having any sig-
nificant influence on the effectiveness of a persuasive request let-
ter as measured by responses. This underlines the question of whether
a particular order of information should be stressed in business com—

munication classes.

2For explanation of conducting chi-square test see:
Samuel B. Richmond, Statistical Analysis (2nd ed., New York: The
Ronald Press Co., 1964), pp. 295-301 and 577.
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APPENDIX 1

TABLE I

Number of Respondents and Non~Respondents in Each of the
Six Groups in the Collection Letter Experiment -

Groupsa Respondents Non-Respondents Total
o 1 9 (11.5%) 69 (88.5%) .78

II 15 (18.52) 66 (81.5%) 81

III 8 (10.32) 70 (89.72) 78
v 11 (15.1%) 62 (84.92) 73
v 12 (15.0%) 68 (85.0%) 80
vI 12 (15.22) 67 (84.8%) 79

Total 67 (14.3%) 402 (85.72) 469

3The order of information for the different groups
~1n the collection letter experiment was:

- Group I - attention, development, and action
Group II - development, action, and attention
Group III - action, development, and attention
Group IV - development, attention, and action
Group V action, attention, and development
Group VI attention, action, and development

Computed chi-square value is 2.8227. Theoretical
chi-square value is 11.070 for .05 level of significance
with five degrees of freedom.
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TABLE II

Number of Respondents and ¥on-Respondents in Each of the

Six Groups in the Promotionm Letter Experiment

Groupo‘ Respondents ¥on-Eespondents Yotal
I 40 (32.52) 83 (67.52) 123

n 27 (22.52) 93 (72.50) 120
111 29 (23.62) 94 (76.42) 123
v 37 (30.12) 8 (65.92) 123
i 29 (24.22) 91 (75.82) 120
Total 204 (27.92) 327 (72.12) 1

‘mmummtnmmtuazwu
the prosoticon letter experiment waas:

Croup I ~ sttestics, development, and action
Croup 11 ~ developmest, sction, and sttestics
Crowp 111 - action, davelopment, sad attestion
Croup IV ~ development, attentios, snd action
Croup ¥ - action, attentiocs, and development
Crowp VI  ~ attestiom, actios, and development

Computed chi-square value %5 7.8917. Theoretical chi-
square value 1s 11.070 for .05 level of significsnce with five
deagreas of freedom.
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APPEXDIX 3

TABLE IIX

Number of Respondents and Xon-Respondents in Each of the Six
Groups 1in the Questiomnaire Cover Letter Experiment

Groups‘ Respondents Non-Respondents Total
1 35 (50.72) 34 €49.32) 69

I 48 (67.62) 23 (32.42) 71
111 34 (50.02) 34 (50.02) 68
w 44 (62.91) 26 (37.12) 70
v 41 (57.72) 30 (42.32) 71
v 42 (60.02) 28 (40.02) ‘70
Total 244 (58.22) 175 (41.83) 417

‘The order of information for the different groups in
the questionnaire cover letter experiment vas:

Croup I -~ attentiom, development, end sction
Croup 11 -~ development, action, and attention
Croup 111 -~ sctiom, development, snd attention
Croup IV -~ development, attention, and action
Croup V -~ action, atteatien, and development
Croup VI -~ attention, sction, and developsent

ted chi-square value is 6.7710. Theoretical chi-
squate value 1is 11.070 for .05 level of significance with five
degrees of freedom.
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APPENDIX 4

LETTER - GROUP 1

Did you know that we at ABW appreciate your business? Far too often
firms don’t let their best customers know how much their business is
appreciated. ABW has an inexpensive but useful gift for you to show
you we do appreciate your business and think of you as a friend as
well as a customer.

Our policy at ABW ower the nearly 100 years we have beer in business
has been to carry high-quality merchandise, stand behind and guar-
antee each item as advertised, and give satisfaction to you, our
customer and friend. Some of the nationally advertised lines you
wiil find at ABW are Nelly Don and Forever Young dresses, Mary Grey
hosiery, Kickernick lingerie, Ship ’n Shore blomses, Bostonian shoes,
Munsingwesr apparel, and Career Club shirts.

Now that spring is here, the "second gift season” is just arcund the
corner. You will find spring and summer fashions vow ip ocur stocks
wvhich ve feel you would be interested In for yourself as well as for

‘gifes for Mother's Day, Father's Day, and gradvation. "Don’t forget =~~~ "~

that your purchases can nov be cinarged on your BankAmericard.

1f you will bring this letter with you to ABW any time during the
next two veeks, May 3-15, you will receive the small gift we have

. for you. This im our way of showicg you we mean it when we say thank
you for being onz of our regular cugichnrs. Come in and see our new
spring and svemer merchandise vhile you: visit with us at one of the
oldest and best-known stores in East Rfdge.

Sincerely,
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APPENDIX 5

LETTER ~ GROUP II

Our policy at ABW over the nearly 100 years we bhave been in business
bas been to carry bigh-quality merchandise, stand behind and guar- '
antee each item as advertised, and give satisfaction to you, our
customer and friend. Some of the natiocnally sdvertised lines you
wvill find at ABW are Nelly Don and Forever Young dresses, Mary Grey
hosiery, Kickernick lingerie, Ship 'a Shore blouses, Bostonian shoes,
Mumsingwear appsrel, and Career Club shirts.
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APPERDIX 6
LETTER - GROUP IIX

IfyouwﬂlbringthislettervithyoutoABHanytineduringthe
next two weeks, May 3-15, you will receive the small gift we have
for you. This 18 our way of showing you we mean it when we say thank
you for being one of our regular customers. Come in and see our new
spring and sumeer merchandise while you visit with us at one of the
oldest and best-known stores in East Ridge.

Our policy at ABW over the nearly 100 years we have been in businesa
bhas been to carry high-quality mercliandise, stand behind and guar-

- antee each item as advertised, and give satisfaction to you, our
customer and friend., Some of the nationally advertised lines you
will find at ABW are Nelly Don and Forever Young dresses, Mary Crey
bhosiery, Kickernick liagerie, Ship 'n Shore blouses, Bostonian shoes,
Munsingwear apparel, and Career Club shirts.

Now that spring is kere, the “'second gift season™ is just around the

corner. You will find spring and summer fashions now in our stocks

vhich ve feel you would be interested in for yourself as well as for
gif:s fox' Mother's nay, rathet's Day, and graduation Don’ t forget :

Did you know that we at ABH apprechte your business? Far too often
firms don't let their best customers know how much their business is
appreciated. ABW has an igexpensive but useful gift for you to show
you we do appreciate your business and think of you as a friend as

well as a customer.

Sincerely,
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APPENDIX 7

LETTER - GROUP IV

Our policy at ABW over the nearly 100 years we have been in business
has been tc carry high-quality merchandise, stand behind and guar-
antee each item as advertised, and give satisfaction to you, our
customer and friend. Some of the nationally advertised lines you
will find at ABW are Nelly Don and Forever Young dresses, Mary Grey
hosiery, Kickernick lingerie, Ship "n Shore blouses, Bostonian shoes,
Munsingwear apparel, and Career Club shirts.

Now that spring 1is here, the "second gift season"” is just _around the
corner. You will find spring and summer fashions now in our stocks
which we feel you would be interested in for yourself as well as for
gifts for Mother's Day, Father's Day, and graduation. Don't forget
that your purchases can now be charged on your BankAmericard.

Did you know that we at ABW appreciate your business? Far too often
firms don't let their best customers know how much their business is
appreciated. ABW has an inexpensive but useful gift for you to show
you we do appreciate your business and think of you ags a friend as
well-as-a-customer. —~

If you will bring this letter with you to ABW any time during the
next two weeks, May 3-15, you will receive the small gift we have
for you. This 1s our way of showing you we mean it when we say thank
you for being one of our regular customers. Come in and see our rew
spring and summer merchandise while you visit with us at one of the
oldest and best-known stores in East Ridge.

Sincerely,
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APPENDIX 8

LETTER - GROUP V

If you will bring this letter with you to ABW any time during the
next two weeks, May 3-15, you will receive the small gift we have

for you. This is our way of showing you we mean it when we say thank
you for being one of our regular customers. Come in and see our new
spring and summer merchandise while you visit with us at one of the
oldest and best-known stores in East Ridge.

Did you know that we at ABW appreciate your business? Far too often
firms don't let their best customers know how much their business is
-appreciated.. .ABW.has.an - inexpensive but useful gift for you to show
you we do appreciate your business and think of you as a friend as

well as a customer.

Our policy at ABW over the nearly 100 years we have been in business
has been to carry high-quality merchandise, stand behind and guar-
antee each item as advertised, and give satisfaction to you, our
customer and friend. Some of the nationally advertised lines you
will find at ABW ares Nelly Don and Forever Young dresses, Mary Crey
hosiery, Kickernick lingerie, Ship "n Shore blouses, Bostonian shoes,
Munsingwear apparel, and Career Club shirts. ' ‘

Now that spring is here, the "second gift season” is just around the
corner. You will find spring and summer fashions now in our stocks
vhich we feel you would be interested in for yourself as well as for
gifts for Mother's Day, Father's Day, and graduation. Don't forget
‘that your purchases can now be charged on your BankAmericard.

Sincerely,
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APPENDIX 9

LETTER - GROUP VI

Did you know that we at ABW appreciate your business? Far too often
firms don't let their best customers know hovw much their business is
appreciated. ABW has an inexpensive but useful gift for you to show
you we do appreciate your business and think of you as a friend as
well as a customer,

. If you will bring this letter with you to ABW any time during the
next two weeks, May 3-15, you will receive the small gift we have

you for being one of our regular customers. Come in and see our new
spring and summer merchandise while you visit with us at one of the
oldest and best-known stores in East Ridge.

Our policy at ABW over the nearly 100 years we have been in business
has been to carry high—quality merchandise, stand behind and guar-
antee each item as advertised, and give satisfaction to you, our
customer and friend. Some of the nationally advertised lines you
will £ind at ABW are Nelly Don and Forever Young dresses, Mary Grey
hosiery, Kickernick lingerie, Ship ’n Shore blouses, Bostonian shoes,
Munsingwear apparel, and Career Club shirts.

Now that spring is here, the "second gift season” is just around the
corner. You will find spring and summer fashions now in our stocks
which wve feel you would be interested 1in for yourself as well as for
gifts for Mother's Day, Father's Day, and graduation. Don't forget
that your purchases can now be charged on your BankAmericard.

Sincerely,
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THE EFFECT OF MORAL JUDGMENTS ON LEADERSHIP STYLES

Phillip V. Lewis, Oklahoma State University
John W. Williams, Oklahoma State University

ABSTRACT

This study proposes to establish a foundation upon which the com-
~~~~~ . plex issue of moral judgment and leadership style may be investigated. _

i If the style of leadership-at the top affects the styles of leadership
throughout an organization, it should logically follow that the level of
moral judgments of a leader at the top also will directly affect the moral
judgments of other leaders within the same organization. The null
hypothesis of this research--there is no significant correlation between
leadership styles and stages of moral development--may be rejected.

INTRODUCTION

Thy style of leadership at the top of an organization directly
affects the styles of leadership and methods of communication throughout
that organization. A hard-driving, task-oriented leader will impart
that style to leaders at lower levels. This type of leader will be
interested in the work side of the job (planning and organizing). He
will communicate only information necessary to get the tasks done on
time. Conversely, a "team" leader tends to encourage cooperation and
provides a txusting climate. His communication system will be much
more open than the leader who puts emphasis or task-oriented relation-
ships, and that atmosphere will be imparted to leaders at the lower
levels of the organization.. , ‘ : e

It should logically follaw that since leadership styles affect
others, the level of moral judgments of a leader at the top also will
directly affect the moral judgments of others within the same organi-
zation. Several questions arise, therefore, regarding thie assumption:
First, is the assumption accurate? Second, what are the moral judgments
of business leaders? Third, is there a relationship between leadership
style and moral judgment. And fourth, if all of the above is true, then

so what?

THE PROBLEM

The purpose of this study will be to establish a foundation upon
which the complex issue of moral judgment and leadership style may be

132
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investigated. In this early stage of development the researchers propose
to investigate the following null hypothesis:

Hl1 There is no significant correlation between leadership styles
and stages of moral development.

More, specifically:
Hl1 There is no significant correlation between 9, 9 manage-
ment and stages 5 & 6 of moral development.

le There is no significant correlation between 9, 1 manage-
ment and stages 4 & 5 of moral development.

Hl3 There is no éignificant correlation between 5, 5 manage-
ment and stages 3 & 4 of moral development. :

H1
s s C - “”4*'ment'and'stageS"Zf&f3“of‘moral“development;'“

H1 There is no significant correlation between 1, 1 manage-
ment and stages 1 & 2 of moral development.

DEFINITION OF TERMS

There are two terms used in this paper that may need explanation——
Teadership style and moral devélopment, ’

Leadership Style

Leadership style is defined as the degree to which an individual
shows both concern for tasks and concern for people as measured by a
questionnaire (Appendix A) and plotted on the Managerial Grid designed
by Robert Blake and Jane Mouton (Figure 1).

The Managerial Grid is a two-dimensional approach to management
study with a range of possible interactions between the two dimensions.
The horizontal axis indicates concern for production while the vertical
axis indicates concern for people. - Each is expressed as-a nine-point "~ -
scale; the number 1 in each instance represents minimum concern and the

9 stands for maximum concern.

At the lower left corner of the Grid is the 1, 1 style ("impov-
erished"). Managers with a 1, 1 orientation exert minimum influence in
their contacts with others; little concern for production or people is
expressed. In a supervisory position, this person is most likely to be
found executing messenger—carrier functions; i.e., communicating orders
from the level above to the level below.

* At the top left corner of the Grid is the 1, 9 style ("country
club”). Under a 1, 9 orientation the work tempo is comfortable; people
are encouraged rather than driven. Subordinates are expected to turn
out some work to avoid trouble. Human relations are important ir and
of themselves. The group is the key unit of the organization.

There is no significant correlation between 1, 9 manage-
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Managerial Grid1

In the lower right corner is the 9, 1 style (“task'). Under a
9, 1 orientation a managerial assumption is that people are to be re-
garded as instruments of production. The use of hierarchical power, in
the authority-obedience sense, is the basis of control. Supervision of
production places heavy emphasis on task and job requirements.

In the upper right corner is the 9, 9 style ("team'"). The 9, 9
orientation aims at integrating the two aspects of work--management of
production and people--under high concern for both. The key is involwve-

- ment  and-participation of those-responsible-for it in work planning and

execution. A major difference between 9, 9 and other managerial styles
is the use of goal setting as a basic management approach.

In the center of the Grid is the 5, 5. style ("dampened pendulum"),
which is the middle-of-the-road or an intermediate amount of both kinds
of concerns. The 5, 5 managerial orientation is the carrot-and-stick
approach in which the work direction is welcomed by a realistic consid-
eration that friction among people is just as costly to production as it

1Robert R. Blake and Jane S. Mouton, '"Managerial Facades"
Advanced Management Journal, July, 1966, p. 31.
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is to poorly maintained machines. Rather than integration, however,
this style tends to develop two counter-balancing systems—a formal
system and an informal one, which tell how work really gets done, and
who, in fact, has power and influence.

Which is the best style? Blake and Mouton report that managers
rank the styles in the following order: 9, 9 is the soundest way to
manage, 9, 1 is next, and 5, 5 is third. It would seem to logically
follow, then, that 1, 2 is fourth and 1, 1 is last. However, Blake and
Mouton recommend using the managerial style that works best.

Moral Development

Moral development is-defined as the three levels or six stages
of moral reasoning developed by Lawrence Kohlberg (Table 1). Essen-
tially, Kohlberg identified six stages of moral judgment, two stages
occurring at three distinct levels. Appendix B is the questionnaire

..used in . this study to id -~tify the-six stages-of moral«judgment.~mww "-m

. LIMITATIONS

There are three inherent weaknesses in this study. The first
limitation may be traced to the validity and reliability of the ques-
tionnaire utilized to define management style. The second limitation
is similar in nature to the first limitation; the validity and reli-

velopment may be questioned. A third limitation centers on the valid-
ity of the Kohlberg thesis. Kohlberg claims cross-cultural validation
of the stages of moral development. He cites his own as well as other
research efforts to justify the claim. A summary of moral development
is presented in this study.

DELIMITATIONS

The findings, conclusions, and generalizations reported in this

study. shall apply to. students associated by major fields of study with-. . .

in the College of Business Administration at Oklahoma State University
and all other populations judged to be similar.

SIGNIFICANCE OF THE STUDY

Today there are charges that American business leaders are
morally bankrupt. Post-Watergate disclosures of illegal contributions
to American political campaigns as well as outright, bribes to political
officeholders in foreign capitals by American business leaders makes
this issue real. If prison sentences were given for these crimes, cor-
porate officers and board chairmen of many of America's most respected
firms would be in jail today. g
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A study of this nature,.therefore, is overdue in the field of
management and communications. Numerous researchers have studied the-
communication ramifications of leadership styles (Evans, 1970; Hersey
and Blanchard, 1967; Likert, 1967; Reddin, 1970). Several researchers
have investigated moral development (Dewey, 1920s; Piaget, 1948;
Kohlberg, et al., 1955, 1969, 1972, 1973, 1975; Rawls, 1971; and
Hartshorn and Mauk, 1928).

If research reveals a significant relationship between a par-
ticular leadership style and some level of moral judgment, then further
research along this line of investigation will be appropriate. More
specifically, the results of this experiment may justify an analysis
of the relationship of leadership style. and moral development in an
industrial setting. The results of such a study may reveal interven-
tions in leadership training programs. Such interventions may include
strategies to upgrade a particular moral development of a particular
style of leadership.

TABLE 1

DEFINITION OF MORAL STAGES2

I. Preconventional Level

At this level, the child is responsive to cultural rules and
labels of good and bad, right or wrong, but interprets these labels

either in terms of the physical or the hedonistic consequences of ... _

action (punishment, reward, exchange or favors) or in terms of the
physical power of those who enunciate the rules and labels. The level
is divided into the following two stages:

Stage 1: The punishment-and-obedience orientation. The physi-
cal consequences of action determine its goodness or badness, regardless
of the human meaning or value of these consequences. Avoidance of pun-
ishment and unquestioning deference to power are valued in their own
right, not in terms of respect for an underlying moral order supported
by punishment and authority (the latter being Stage 4).-

Stage 2: The instrumental-relativist orientation. Right action

" ‘consists of that which instrumentally satisfies one's own needs and
occasionally the needs of others. Human relations are viewed in terms
like those of the marketplace. Elements of fairness, of reciprocity,
and of equal sharing are present, but they are always interpreted in a
physical, pragmatic way. Reciprocity is a matter of ''you scratch my
back and I'll scratch yours," not of loyalty, gratitude or justice.

2Lawrence Kohlberg, ''Stages of Moral Development as a Basis for
Moral Education,'" in Moral Education: Interdisciplinary Approaches (New
York: Newman Press), pp. 86-88.
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11. tonventiona] lewel

At this level, maintaining the expectaticons of the individual’s
fanily, group, ov pation 1s perceived as valuable in fts own right, re-
gardless of 1amediate and obvisua consequences. The attitude fs met
only one of confcsnity to personal expectations and seclal order, dut
of loyalty to it, of actively safutaining, suppercing, smd Justifying
the order, and of fdentifying vith the pevrsons or growp inwlved in i¢,
At this level, there are the following twe stages:

e 3t The toten oncordspce or g Iy-nice
otie u&atlﬁ Cooad bc!mrsn 1o tht vhich pleases or lun u oth ;
is approved by them. There is much conformity to stevreutypical imsges
ot vhat s majority or “matural™ bebavier. Sebavior is frequently
Judged by iateation-—"he means vell”™ becomes fmportamt for the first
time. UOwme earss approval by belng "nice™.

3 4r The "low snd ovder™ ogiemtetion. There is orients-

tion toward autherity, fimed rv) he sajatenance of the svctal
otder, Right dehavier wttu al um ona's dutr. shoving tespect
for authority, asd matataining the given sucisl ovrder fur Lts ove sabke.

it

At this level, there 1s & clear effore to define woral values
aad principles that dave validity sad spplication spart frem the suthere
ity of the growps or perosus helding these pricciples aid spart frew the
individuwal®s cum Sdentiffication with these groupes. This level also hae

tws atages?
Cemeral indivi ﬁ and stondards which have bm tﬂuuuy

ennined and agteed wpen by the vhele sselaty. Tiwre 1o & clesr avate-
ness of the telativiim of perscviel valeves and epinisns sad & cotvespond«
15 suphasis wpon prozedural rules for reathing consensus. Asfde frem
what S» mtimwlyumtmwmﬂw. the vight s o
sitter of perasvial “wvalues and spinten.” Tiw result fs an eaplesis wpon

the “legal peint of view,” mu&nmuwmnthyd
chonging law in ferms of retionsl comsiderciioms of swcial wtility

{rathur them freexing It In tevas 57 Stagr & “law and evder™). Outside
the legal resln, free agteement md contrort is the binlisg eleneet of
obligation., This s the “officiil™ asvality of the Aericas govermmest

aud constitetion.

Sofined by the deciston of consclonce in sccerd with self-cheooen «Mu.’l
principles sppesling to logicail conpredeniivenvss, sniversslity, sad con-
sistency. These prisciples 23n sbetract sl ethical (the Coldem Mele,

the categerical lagetstive); they ate sst coscrete sors] rules 1ike the
Tens Coumandoents. At heatt, these are wiiversal prisciples of Justice,

of the reciprecity stid eqguality of bunan tight, and of respecet fovr the
Jignity of benst Sefigs as isdividus! persees.
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RESEARCH RELATED 70 MORAL DEVELOPMENT

Moral juigment snd concommitant moral behavior f{s the subject
of much casual espiricism. The topic, per se, dates as far bdack as
Aristotie and Antigone. Twentfeth Century philcsophical views are
presented by John Dewey (1904) and Jesn Plaget (1948).

Experimental rasearch began in the middle 193502 by develop~
sental psychologist Jean Piaget. Plaget's efforts were extended in
1938 and again tia 196) by Levrence Kohlberg. The present resesarch
efforts draw heavily from the philosophical base sdvanced by Devey
and the theoretical base established by Kohlbery.

The purpose of this section is t0 reviev espirical research on
moral development so that 1t is possible to deternine vhat nev knowl-
edge vill add to the moral development theory and masagement bVehavior
theory.

Kohiberg's Theats

Io the uiddis 19308 Lawvrence Kohlderg degan rescarch oa soral
Judgnent. The thrust of these fnictial efforts exmmined propositions
sdvanced by Devey and Plagat. Plaget suggested that children pass
through three stages of moral developasst: (1) a pre-woral stage where
there is a0 sense of sorals o rules; (2) & batrvodewus stage vhere
wvhat s right is equated with pover and pmisdeen:t (ages 4 to §); and
(3) an setonsmous stage Viare rules hive purpese and the consequences
of dreshing rules are knowm by the isdividesls.

Kohlberg's coacept of moral stages follows Plaget®s. It de-
sttibing these atages Kohlbary sugpests:

1. Stages are “strectured winles,” or orgauived systems of
thought. Individeals are contislent in level of soral

Judgnent.

2. Stages form sa imverianl sequencet. Under all conditions
except extreme ttawni, sevessat is always ferward, mewer
Seckuard. Isdividunils never skip stages: ssvenvat is
always {0 the nent atage wh.

3. Stages are "hietarchical ifantegratios.” Thisking st a
. Mgher stage (acludes or coiprebends within it lewer-
stage thiskisg. Thers is s temieicy to functiom at or
prefer the Gighest stoge svailsble.

Besearrk Findings Based eu Stage Theery
Jases Best swmmarites tie fapect of Eshiberg’s resestch in & 19728 |
dwvelopasnt

state of the art paper. HRest hissslf wery sctive ia soral
tesearch vrites of tem major Fidesrch findings related to Eshlbery's

thesis:
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l.

7.

3.

..

Older 1o coatrast to younger subjects show greater use of higher
stage thinking. This finding--the higher the age the higher the
stage~-supports the developmental theory if we assume that chromo-
logical age ts an index of individual development.

These age trends were found in various cultures (Formosa, Turkey,

Some longitudinal research completed in the 19608 (Kramer and
Kohlberg) roughly supports the conteatfion that subjects tested st
three year intervals show upward change. However, some high school
subjects upcnu reaching college appeared to regress rather thas pro-

gress.

Intervention studies undertaken show that in so far as subjects do
change, they change upward one step at a time.

Correlations of Kohlberg's scale with 1.Q.,...snd loeviager’s ego
development scale support the cognitive developmentalist's euphasis
on the rationality of moral development,

Results of a cospredension test developed on the basic concepta of
each stape and sduinistered to subjects along with Xohlberg's rveg-
ular faterviev fndicated that subjects’ comprehension of comncepta
is high for the stages up to sad facluding his ows stage, dut falls
off for ccacepts st stages higher tham his own.

Research results of moral judgaeat to woral action sod feeling show
sodest but statistically significsat relaticaship with delisguency,
cheating behavior and teacher sud peer ratings of woral behavior.

The chatacteristics of a “rich™ social environaeac for facilitating
young petsoi’s development in moral judgment seem to det pattici-
patica in many growps and leadership roles, paretts whe escoutage
childten to discuss their moral views, high social ecomosmic class
and residerice in an wrbem settimg, social popelarity, st 1fiviag iz
& OO

Stage scoves from Kohlberg's set of soral dilesmas have sodest but
significant cerrelatisas with stege scores based on political &ilen-
uas and sexual &1L .

Research iato the cognitive conpoaents of moral Jwigment suggest
that certain rele taking skills and Plagetisn Forwal Operatives sre
gretequisites to woral juigment stijes.

Partial Atswers to lagortant Questicea

desearch on moral developarent is far from couplete. Mamy ques~

tions ressis esassweted by espirical research. Fiwe geestions t» whi el
ouly partial saswers are svailable ste presested belov. Answers to theve
quest fone are weeded to deternise the validity of the moral develogpaeat
Mt’v
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. At vhat level or stage are most people?

Yew people ever reach stage six. Most people operate at the lower
stages. Haan (1968), using students at the Berkeley campus of the
Untversity of Californis as subjects of his anslysis, fcund approxi-
nately 40 per cent of the subjects at stage four; and approximately
32 per cent at stage three. Ten to fifteen per tent of the subjucts
vere at stage six. TYhe stage six group were classified as upper
niddle class "radicals”. The radical students were active in student
protest movements at Berkeley. Naan’s ressarch supports the findings
of Kohlberg (1963) and later, Rest (1969), that s majority of people
are at stages three and four.

2. Do classic dilemsas measure actual vesl life responses?

This question is the eubject of much dedate amoang those vho atudy
moral judpment. The first part of the gquestion relates to what the
classical dilemmas wessure. A classical dilemms is, for sxample:
Should a womss staal money to pay for aedical treatment for her sonm
who will die {f he does wot receive the treataent? The term classic
is applied because most peovple vwill never encoumtesz wuch & attugﬁ.
The classical dilesmas of Kohlderg and those ia this study messure
bow & person thinks about the particular soral dflesma. o

Rest, Torril end Kohlbert (1949) examined the fssue of classical
dilemmas versus practical dilesmes. A practical dilemms s one which
an individual would be likely to comnfront swch as buying fllegal
dregs. Wo significaat differeace was found to exist between the re-
sponses of yowsger (elementary school age) and older (post high
school) om eithar type of dilemms. The resecarchers éid not asswer
the question: Is ressonting different for the two types of dilemmas?

-

Kohliberg (1573) sugpests that sm ssslysis of all the public state- |
sents mede by Richard Nimon regardisg Vatergate were stage two thisk-
ing, you scratch my back and 1°11 scratch yours. Stage two reastning
is genetally attribetable to sdolescents sad preadolscents, Owviouve-
1y, a person wio reaches the office of the President s not ressen
like a twelve year old. Eowewver, the fact of the lov level peblic
uttersaces ressins. Aed Satergate ceslly happeted. At issue is the
wotion thet scusbow the President amd kis men vere able to suspend
or temputarily faterrest their soral decisicn makisg logic sad cow-
nit felouies. A similar sitwstion sccurs on & daily besis in busi-
sess. Becent éfsclosures of bribes to forsign officlals by mejor
C.S. corporations are cte sech example. ‘

&, Jow of why does ous pregrese from ese stige tv the west stage?
The evidence whith Cends to verify the ssswmption thet the stages of
mwral juigaent sre in fact fovariste and developocatal 18 clear. It
is gemerally accepted that the rapidity sad extext of pregression
thtough the stages ate related to \ ‘ ' ;
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Do answvers in advance bias test results?

To date most research om moral judgment relies on the interview
technique to obtain data. An objective instrument is, as yet, un-
known., Rest (1974) i{s working on such an instrument with the goal
of obtaining a moral I.Q.

In 1966 Turril experimented with the {dea of giving written an-
swer choices to moral dilemmas in an experimental situation. Turril
first conducted Kohlberg-type interviews with the subjects of the
experinent. Then, with the stage development determined, the sub-
Jects vere given writtem advice on the previously tested dilemmas.
The advice represented stages at, one below, one above and two above
the particular stage of the individual subject. The subjects wvere
then re-interviewed to determine if the advice produced changes.

The results of the experiment reveal that the subjects preferred
the advice which reflected thinking at one stage adove the subject's
original level. It may be concluded that under these circumstances
that multiple choice tvpe answers to moral dilemmas may result in
responses one stage higher than the subject would be placed by using
interview methods.

ANALYSIS OF DATA

The correlation coefficient was the primary statistic used in the

analysis of data.

Although the correlation coefficient does not reveal

cause and effect, 1t does establish the extent to wvhich {tems are related.

TABLE 2
STYLE/
STAGE 9.9 5-5 9-1 1-9 1«1
1 and 2 ~0.11388% 0.140258 0.275871 0.163307 0.155201
0.1439 0.0705 0.0007 0.0350 0.0451
< and 3 -0.031932 0.171877 0.200932 0.101869 0.088515
0.6886 0.0265 0.009%% 0.1926 0.2601
3 and & -0.110506 0.217278 0.252445 ~0.008091 0.092847
0.1565 0.0055 0.0015 0.9150 0.2366
& and 5 «0.014642 0.0815% 0.147631 ~0.087NH9 -0.001186
0.8471 0.3009 0.0567 0.5505 0.9851
Sand 6 0.144618 ~0.046454 -0.012819 0.071782 0.C44552
0.0621 0.5631 0.8554 0.6345 0.5793
Correlation Coefficients for t Styles

141

and Stages of Moral Judgment
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Table 2 contains the correlation coefficients and the signifi-
cance level of each coefficient from the computations based on manage-
ment style scores and moral judgment scores. An analysis of this numer-
ical data reveals significant as well as insignificant relationships, and
direct, as well as inverse relationships.

A measure of central tendency, the mean, and a méasure of disper-
sion, the standard deviation, were also used in the analysis of data.
Mean scores were computed for each of the five management styles and for
each of five combined stages of moral judgment. An analysis of these
statistics and the correlation coefficients as applied to the various
styles of management and stages of moral Judgment 1s the subject of this
section of the paper.

Moral Judgment and Style 9-9

The 9-9 management style, (high people, Ligh task) is inversely
related to four of the five stages of woral development. The strongest
inverse relationship occurred at stages 2 and 3, r = -.319. None of the
four negrtive correlations were significant at the .05 level. The three
other negative correlations were, in Jdescending order, -~.113 for stages
1 and 2; -.11 for ata;ns 3 and 4; and -.014 for stages & nnd 5.

Stages 5 and 6, the highest levnl of noral development, bore a
slight positive relationship to the 9-9 styles, .l144. This relatioaship
is not significant at the .05 level, however, it is significant at the

0621 level.
Moral Judgment and Style 5-5

Management style 5-5 (middle of the road) is directly related to
the moral development stages at the middle and lower levels and inversely
telated to the moral developsent styles at higher levels. The strongest
relaticaship, r = .217 occurred at stages 3 and 4. This relationship is
significant at the .05 level. The relationship of stages 2 and 3 to
style 5-5, r = 171, wvas also significant at the .05 level. The inverse

or negative correlatioa occurred at stages 5 and 6.

Moral Judgnent and Mansgement Style 9-1

Management style 9-1 (high task, low people) was sore closely re-
lated to the middle and lowver stages of moral judgments than any other
asnagement style. The highest correlatiom, .275, in the matrix occurred
at stages ! and 2. This correlation was significant at the .05 level.
The second highest correlation in the masrix, .252 occurred at stages 3
and 4. This correiation was also highly significant (p = .001). A third
highly significant correlation, r = .20, p = .0007, occurred at stages 2

ad 3.

Scyle 9-1 bore a slightly, although not significant, positive re-
iationship to stages & and 5, r = _147. A slightly negative relationship

existed at stages 5 and 6.
142
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Moral Judgment and Style 1-9

One significant correllation occurred with moral judgment and style
1-9 (low task, high people). Stages ] and 2 bore the significant relation
to this style, r = .163, p = .03. Stages 3 and 4 bore a slight negative
relationship to the 1-9 style. No discernible relationship exists between
the 1-9 style and stages 2 and 3 and stages 5 and 6.

Moral Judgment and Style 1-1

- Management style 1-1 (low people and low task) bore some relation
to stages 1 and 2. Of the five correlations with this style, stages 1
and 2 yielded the strongest correlation, r = .155. This correlation was
also significant at the .05 level. The other four correlations were less
than I.13. None of the other correlations of moral development stage and
1-1 style were significant.

Central Tendency and Dispersion of Management Style Scores

The mean scores of the five management styles ranged from a low
mean of 50.6, the 9-1 style to a high mean of 92.2, the 9-9 style. This
difference ravealed that a major: v of the respondents tended to weight
questionnaire items which relateu 9 the 9-9 style hesvier than similar
questionnaire items related to style 9-1. Other mean scores, presented
in table 3, were in descending order 74.0 for the 1-9 style; 68.0 for the
55 style; and 54.9 for the l-1 style.

TABLE 3
‘ STANDARD

VARIABLE N MEAX DEVIATION LOw Hicn
Style 9-9 163 92.23 12.60 59 117
Style 5-5 163 68.00 11.27 3% 99
Style 9-1 163 50.60 13.48 .20 89
Style 1-9 163 74.09 10.33 20 S8
Style 1~1 163 54.92 11.21 23 as
Stages | and 2 . 163 40.21 8.80 22 99
Stages 2 and 3 163 51.3%7 B8.88 k| 95
Stages 3 and & 163 57.19 7.88 38 76
Stages & and 5 163 62.9 7.94 43 114
Stages 5 and 6 163 69.78 9.03 50 113

Measures of Central Tendency zud Dispersion for Management
Styles and Stages of Moral Judgment

- The standard deviation revealed the degree of dispersion of the
scores for the five mansgement styles. The 9-1 style scores had the
largest standard deviation, 13.4. The 1-9 style scores had the saallest
standard devistion, 10.3. The remaining standard deviations were in de-
scending order, style 9-9 with 12.6, style 5-5 with 11.7, end style 1<l

with 11.2.

L
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Central Tendencies and Dllperuibn of Moral Judgment Scores

The mean scores of the five combined stages of moral judgment
ranged from a low of 40.2, stages 1 and 2, Co a high of 69.7, stages 5
and 6.

It appears the respondents gave sore weight to questionnaire
items related to the higher levels of moral judgment than to similar
items related to the lower levels of moral judgment. The mean scopres
for the other three combined stages were: 62.9 for stages & and 5; 57.1
for stages & and 3; and 51.3 for stages 3 and 2.

The largest standard deviation occurred at stages 5 and 6,
sd = 3.03. Stages ! and 2 and stages 3 and 4 had standard deviations
of 8.80 and 8.88 respectively. Stages ) and & and stages 4 and 5 were
almost identical. These standard deviations vere 7.88 for the former

and 7,94 for the latter. Less than 2 points separate the range of stand- -

ard deviations of the moral judpaent stages.
CONCLUSIONS

Based on the analysis of data, it may be concluded that:

1. Respondents in the survey indicate a pronounced propensity toward the
9-9 maragement style (high relationship, high task orientation).

2. In conaideration of the 9-9 style, the respondents in the survey are
more task orfented than relationship oriented.

3. Respondents who were high task orfented and low relatiouship oriented
(9~1) tended to use the middle and lower stages of moral judgment.

4. Respondents who were “middle of the road™ (5-5) tended to use the
middle stages of meral judgment.

5. Respondents who were of a lov task and high relationship orientation
(1-9) as well as respoadents who were low in both orientatioas (1-1)

tended to use the lower stages of moral judgment.

6. Respoondents who score high on both task and relationship scales, 9-9
style, tended not to use the lower and middle stages of woral judg-
ment. The extent to which these respondents used the higher stages
of moral judgment fs not clear.

7. The null hypothesis, there is no significant relaticaship between
Jeadership styles and stage of aoral judgmseat may be rejected:

lﬂl There is no sigaifican? correlaticn beMm'Q. v9 ammagement and
stages 5 & 6 of soral development, may be rejected at the .061

level. 144 .
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There is no significant correlation between 9, 1 management and
stages 4 & 5 of moral development, may be rejected at the .00l
level. )

Hl

Hl, There is no significant correlation between 5, 5 management and

stages 3 & & 0f moral development, may be rejected at the .005
level. :

There is no significant correlation between 1, 9 management and
stagew 2 & 3 of mcral development, cannot be rejected.

Hl

There is no significan: correlation between 1, 1 management and
stages 1 & 2 of moral development, may be rejected at the .04
level.

H1

FIGURE 2

High - High

1-9 style 9-9 style
stages 1 and 2 stage 5 and 6

5-5 style
stage J and &

9-1 style

stages 3 and &
or

stages 1 and 2

1«1 style
stage 1 and 2

+«Relationship Orientations

Low S ' High

Moral Judgment Stages Related to Management Stvles

-
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IMPLICATIONS FOR COMMUNICATION

Managers who may be classified as having a high task, low re-
lationship orientation tend to justify their actions by (a) a law and
order frame of reference or (b) a punishment-obedience frame of refer-
ence. Similarly, managers who may be classified as middle of the road,
5-5 style, tend to justify thelr actions from a law and order frame of

reference. (See Figure 2).

Both managers who may be classified as low task, high relation-
ship and classified as low task, low relationship orientations may tend
to justify their ‘actions from a punishment-obedience orientation, with.
emphasis on the second level of these stages, the principle of recipro-
city or doing favors,

146
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APPENDIX A
Sample Items From the Management Style Questionnaire

1. An employee created a stress situation by criticizing many of my
decisions to other members of the staff. In discussing this situa-
tion with him/her I will probably: ‘

a. Try to win the employee's respect and then persuade him/her to
my point of view.

b. Talk as little as possible and wait for the employee to ask for
my opinions or ideas.

c. Be as active as the employee and try to arrive at conclusions
which represent our joint points of view.

d. Allow the employee to do most of the talking in the interview,
and listen in a non-judgmental and accepting manner.

e. Be very active in the discussion to clarify the reasons under-
lying my decisions and the positions I feel must be adopted. -

_bbs.t. ‘ J ' ' ' . ' I . ' : I .. l U eame
Similar 10 I 9 ’ 8 I 7 | 6 ] 5 l 4 l 3 ‘ 2 ' 1 Similar

2. The Presidént of the company asked me to help devise a proposal for
more employee participation in setting company policy. In these com-
mittee meetings with various managers, I will probably:

a. Wait for my opinion to be asked and usually accept the majority
opinion.

b. Assist others in clarifying their ideas and emphasize good re-
lations among committee members.

c. State my ideas and opinions in the context of my comtact with
subordinates and work toward a feasible proposal.

d. Try to persuade the committee members to accept my point of view
and push for a proposal that can realistically be adopted.

e. Encourage everyone to actively participate and emphasize under-
standing and agreement of a proposal that is satisfactory to all

involved.

Most [ I R AN N NN S N Least
Similax 10 | 9 |8 | 7| 6 | 5 |4 | 3 |2 | 1 Similar
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APPENDIX B
Sample Item From the Moral Judgment Questionnaire

George Wilson, manager of a small wholesale business, announced
a Christmas benus offer to his employees. George said if 3rd quarter
profits were up 107 over last year each employee would get a 5% bonus
in their December checks. The employees worked very hard. Third quar-
ter profits were up 11%. In the December checks George gave a 2% bonus.
He kept the other 3% for himself as he felt he did most of the work.

a. George is the boss so he can keep the 3%. The employees should have
worked harder.

b. Breaking of the promise destroys the trust and respect the employees
have for George.

c. George had no right to lower the bonus to 2% after he promised to
give 57. V

d. George can and did lower the bonus, but the employees should not
passively accept it. They have rights too.

e, George should give a 3% bonus, the same as he kept for himself. =~~~ & "

f. The employees should accept the bonus graciously. But the employees
will lose trust in him (by breaking the promise of the bonus).

Agree Agree

with I R R ] || With

Most 10 ]9 |8 | 7 ] 6 | 5 | 4 ] 3 ] 21 Least
. % &&
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